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Abstract 
The knowledge, skills, values, and confidence needed to practice dental hygiene safely, 
effectively, and ethically are evolving. Healthcare and the higher education landscapes are 
becoming increasingly complex. Despite the increased curricular competencies, emerging 
research about positive aspects of baccalaureate dental hygiene education, and out-of-province 
trends towards degree education, Bayview College continues to only offer a diploma credential 
that is specific to dental hygiene. Diverse views have polarized faculty on how to adapt the 
dental hygiene program so that it better meets professional, community, and societal needs. This 
Organizational Improvement Plan explores the organizational context at Bayview College and 
proposes a strategy to address the problem of practice, which is the lack of a shared vision about 
the evolution of its dental hygiene program. As a faculty member at the institution, I lay out the 
path to guide the change process. The plan’s overarching leadership framework, complexity 
leadership theory, combined with Stacey’s complexity theory, Olson and Eoyang’s conditions 
for self-organization, and the Plan-Do-Study-Act cycle reflect the changing environmental 
circumstances and complex adaptive systems that make up the Bayview College community. In 
addition, the selected strategy, an appreciative inquiry initiative, will foster stakeholder 
engagement, emergence, and creative problem solving as a means to address the identified 
problem of practice. I incorporate detailed plans for implementation, monitoring and evaluating, 
and communicating the need for change. I conclude with a path forward on how the vision can 
be actualized within the organization and set the foundation for future change. 
Keywords: Dental hygiene, higher education, complexity theory, leadership, self-
organization, appreciative inquiry 
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Executive Summary 
Bayview College is a post-secondary institution in Ontario that has been in operation 
since 1967. As a large polytechnic, it offers educational programs leading to a range of 
credentials, including college certificates, diplomas, and bachelor’s degrees. Its dental hygiene 
diploma program is highly sought-after and maintains its accredited status from the Commission 
on Dental Accreditation of Canada. Upon successful completion of the educational program, 
graduates are eligible to sit the national examination required for licensure in most provinces. 
Dental hygiene practice and higher education landscapes are becoming increasingly 
complex. Consequently, the knowledge, skills, values, and confidence needed to practice dental 
hygiene safely, effectively, and ethically continue to evolve. For example, healthcare is 
becoming increasingly complex as a result of Canada’s population aging, the greater awareness 
of and obligation to address health disparities, inequities, and reconciliation, emerging 
technologies and innovations, rising healthcare costs, and greater emphasis placed on person-
centred and collaborative approaches to care. Despite the increased curricular competencies for 
dental hygiene educational programs and national and international movements towards degree 
education, Bayview College continues to only offer one entry-level pathway to become a dental 
hygienist and it remains at the diploma level.  
Diverse views have polarized Bayview College on how to adapt the dental hygiene 
program so that it better meets professional, community, and societal needs. This Organizational 
Improvement Plan explores the organizational context at Bayview College and the problem of 
practice, which is the lack of a shared vision about the evolution of its dental hygiene program. 
This foundational knowledge helps to formulate a comprehensive strategy to address the problem 
using a theory-informed approach to leadership and change.  
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The first chapter of the Organizational Improvement Plan offers a brief history and 
outlines the current structure of Bayview College. A detailed analysis of the political, economic, 
social, technological, and environmental factors shed light on the complexities and importance of 
addressing this problem of practice at Bayview College. This snapshot provides a baseline from 
which change can emerge and be monitored and evaluated. Chapter 1 also situates me within the 
organization and the issue being investigated. 
Chapter 2 reveals the leadership approaches that will be embraced and sets the path for 
the change process. The chapter describes Bayview College as a complex adaptive system and, 
as such, I weave complexity leadership theory and a broad complexity lens throughout all 
aspects of the Organizational Improvement Plan in order to maintain a continuous theoretical 
thread. A strategic and reorienting approach to change is required to effectively address the 
problem of practice at Bayview College, referred to by Nadler and Tushman (1989) as “frame 
bending”. To lead this change initiative, I apply Uhl-Bien et al.’s (2007) complexity leadership 
theory, which is comprised of adaptive leadership, enabling leadership, and administrative 
leadership. Uhl-Bien et al. (2007) take the position that leaders enable, rather than design, 
complex contexts in which creativity, adaptability, and learning is optimized. A strategic frame 
bending change solution involving top-down and bottom-up approaches to vision generation is 
the preferred option for addressing the problem of practice. Through the application of the Plan-
Do-Study-Act cycle and an appreciative inquiry initiative, I plan to foster stakeholder 
engagement, emergence, and creative problem solving.  
Chapter 3 re-affirms the complexity lens through the implementation, monitoring and 
evaluating, and communication plans. The change implementation plan presents the overall 
objective, goals, strategies, timelines, and participants associated with each activity. Given the 
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importance on emergence and self-organizing processes, stakeholder engagement throughout the 
change processes is critical. Therefore, a plan for communicating then need for change is 
presented with space for two-way sharing of information, learning opportunities, and cocreation 
of a future state at Bayview College. The monitoring and evaluation plan applies developmental 
evaluation strategy and offers how it can form the basis of subsequent summative evaluation 
methods for subsequent change initiatives in the department. This Organizational Improvement 
Plan concludes with a clear path forward on how the vision can be actualized by administrative 
leadership within the organization and sets the foundation for future change.  
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Adaptability Adaptability refers to a system’s capability of adjusting to 
environmental changes without compromising or threatening its 
essential organization (Hollings, 2001; Mitleton-Kelly & 
Ramalingam, 2011). Thus, the concept also relates to resilience 
and diversity (Hollings, 2001) 
Adaptive leadership Adaptive leadership is a follower-centred leadership approach 
that focuses on the dynamic of mobilizing individuals to 
respond to challenges that require learning, innovation, and 
behaviour change (Uhl-Bien et al., 2007). Adaptive leaders help 
to facilitate others’ mobilization, motivation, organization, and 
adaptation required in response to changing environments 
(Heifetz, 1994). As a result, the organization becomes adaptive 
(Lichtenstein et al., 2006). 
Appreciative inquiry Appreciative inquiry is a strengths-based approach to creating 
positive change and is based on the belief that “every 
organization has something that works well, and those strengths 
can be the starting point creating positive change” (Cooperrider 
et al., 2008, p. 3). It is an approach to change management “that 
grows out of social constructionist thought and its applications 
to management and organizational transformation” 
(Cooperrider et al., 2008, p. 2) and involves dialogue and 
 xiv 
engagement to “generate outcomes not yet imagined” (Cockell 
& McArthur-Blair, 2020, p. 54). 
Complex adaptive system A dynamic system of interconnected agents that interact, 
respond to, and adapt to their environment, resulting in 
emergent change (Lichtenstein et al., 2006; Plsek & 
Greenhalgh, 2001). According to Uhl-Bien et al. (2007), 
complex adaptive systems are “neural-like networks of 
interacting, interdependent agents who are bonded in a 




Complexity leadership theory is defined as, “a leadership 
paradigm that focuses on enabling the learning, creative, and 
adaptive capacity of complex adaptive systems within a context 
of knowledge-producing organizations” (Uhl-Bien et al., 2007, 
p. 298). This framework serves as the foundational leadership 
approach that underpins this Organizational Improvement Plan 
and is comprised of adaptive leadership, enabling leadership, 
and administrative leadership. 
Complexity theory Marion (2008) defines complexity theory as “the study of the 
dynamic behaviors of complexly interacting, interdependent, 
and adaptive agents under conditions of internal and external 
pressure” (p. 3). Complexity considers what cannot be 
 xv 
predicted (Mason, 2008) and is the irreducible behaviour of a 
system (Koopmans, 2017). 
Emergence Goldstein (1999) defined emergence as “the arising of novel 
and coherent structures, patterns, and properties during the 
process of self-organization in complex systems” (p. 32). 
Emergence cannot be traced back to exact or particular 
interactions and the amount of emergence is not proportional to 
the level of interaction (Goldstein, 1999). Similarly, emergence 
is not something that can be controlled (Cilliers, 2013). 
Organizational fitness From a complexity perspective, organizational fitness is 
conceptualized as the ability to “adapt to an environment in 
constant transformation and to shape it creatively in a process 
of coevolution” (Schwaninger, 1990, p. 263). Business 
performance perspective, Young (2009) describe the concept as 
an enterprise having capability for variation, transference of 
knowledge, and comprised of two dimensions: growth fitness 
and survival fitness. 
Self-organization Olson and Eoyang (2001) describe self-organization as the 
“tendency of an open system to generate new structures and 
patterns based on its own internal dynamics” (p. 10). It reflects 
a dynamic process in which a particular system spontaneously 
becomes more organized is a dynamic process by which a 
 xvi 




Chapter 1: Introduction and Problem 
This Organizational Improvement Plan describes a persistent, specific, and complex 
problem at a post-secondary institution in Ontario. Using a comprehensive, systematic, and 
theory-driven approach, I explore models, frameworks, empirical evidence, the organizational 
context, and possible solutions to address the identified problem. This analysis informs the 
detailed implementation, evaluation, and communication plans outlined in the final chapter. 
Chapter 1 of this Organizational Improvement Plan introduces Bayview College 
(pseudonym) and the broader organizational context. The chapter describes a leadership problem 
of practice, my leadership lens and vision for change, and an assessment of organizational 
change readiness. This presentation will set the foundation for the subsequent chapters. 
Organizational Context 
Bayview College is one of twenty-four community colleges in Ontario, Canada. The 
institution offers over 300 programs that lead to a range of credentials, including college 
certificates and diplomas, advanced diplomas, graduate certificates, and bachelor’s degrees. In 
addition, the polytechnic institution has developed strategic partnerships with universities to 
offer collaborative degrees. Bayview College offers a variety of programs within the following 
disciplines: health and community studies, arts and sciences, hospitality and tourism, media, 
public safety, and technology. In this section, I outline Bayview College’s organizational context 
by describing the history, purpose, structure, and broader environmental landscape.  
Organizational and Program History 
The Ontario Colleges of Applied Arts and Technology were founded in 1965 as a means 
to expand access to higher education, mainly career-oriented education, and to address learner, 
community, and economic development needs (Ontario Department of Education, 1967). 
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Bayview College was established in 1967 and has continued to grow over the years to become a 
large-sized college in an urban centre in Ontario. While the main campus is situated in an urban 
area, there are multiple campuses established, including a digital one to support online learning. 
Since its inception, the institution’s mandate continues to evolve. For example, the Post-
secondary Education Choice and Excellence Act, 2000 permits the granting of degrees through 
consent from the Minister of Training, Colleges and Universities or an act of the Legislative 
Assembly of Ontario. As a result of enacting this legislation, Bayview College has become a 
polytechnic institution offering advanced technical, hands-on, and industry responsive education. 
This designation permits the institution to engage in applied research and baccalaureate degree 
programs in addition to the range of certificate, diploma, and post-graduate certificate programs.  
Less than ten years after Bayview College was established, the first cohort of dental 
hygiene students graduated with a diploma specific to their discipline. From that moment 
onward, the program continues to prepare learners with the foundational knowledge, affective 
values associated with professional accountabilities, and psychomotor dimensions required for 
dental hygiene practice. The institution offers one entry-level educational pathway to become a 
dental hygienist and this three-year advanced diploma program has maintained accreditation 
through the Commission on Dental Accreditation since its first graduating class. In addition, the 
program must also meet the learning outcomes prescribed by the Ontario’s Ministry of Training, 
Colleges, and Universities. Bayview College continues to meet and exceed these learning 
outcomes, which are routinely updated to ensure alignment with professional, educational, and 
societal trends. 
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Vision and Mission 
Bayview College is governed by a board of governors who set the vision, strategic 
direction, and overall goals of the institution. The organizational vision reveals the desired 
future, informs the values and core philosophy of the institution, and is intricately linked to the 
organization’s mission (Cawsey et al., 2016). Bayview College embraces a student-focused 
philosophy and aspires to be a leader in learner-centred education through innovation and 
practical hands-on educational experiences. The institution’s mission is to assist students in 
supporting and developing their knowledge and skills to achieve their goals and aspirations. 
Organizational Structure 
Bayview College’s organizational structure is reflected as a large network that uses a 
hierarchy to organize agents by program area, role, and responsibility. Figure 1 illustrates the 
partial organizational structure showing the hierarchical arrangement for the department 
overseeing the dental hygiene program, Bayview College’s School of Health Studies.  
Figure 1 
Partial Organizational Chart for Health Studies at Bayview College 
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The executive leadership team comprises of a president and seven vice-presidents. The vice-
president academic, who reports directly to the college president, oversees the educational 
programs offered by the institution. Faculty and support staff report to academic chairs within a 
specific “school”. The academic chair, a middle manager, reports to a dean of the department. In 
turn, the dean reports to the vice president. Given this hierarchy and reporting structure, 
transactional leadership is pervasive at Bayview College where top-down, functionalist 
approaches are frequently adopted amongst administration. Objectivity, structure, and order are 
often valued. 
Political Context 
The institution comprises of over 5,000 full- and part-time employees, approximately 
20,000 full-time students, and numerous partnerships that serve learner and community interests. 
Consistent with other publicly assisted colleges in Ontario, Bayview College operates within a 
unionized environment where collective agreements are negotiated provincially between the 
College Employer Council for the College of Applied Arts and Technology and the Ontario 
Public Service Employees Union. Faculty and support staff for academic programs are governed 
by these collective agreements; however, they also have reporting relationships with a supervisor 
of their respective department. Programs often work in silos creating limited opportunities 
communication across teams. Consequently, broad and drastic leadership change initiatives can 
be challenging given the political context. 
Economic Context 
In 2013, the Government of Ontario introduced a differentiation policy framework for the 
45 publicly assisted colleges and universities in Ontario to provide a foundation for system 
transformation. The goals of the differentiation approach were to facilitate student success and 
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access, increase global competitiveness of higher education in Ontario, build on each of the 
institution’s strengths, and financially sustain the province’s postsecondary system (Ministry, 
Training, Colleges and Universities, 2013).  
Subsequently, in April 2019, a new government announced changes to the funding model 
for higher education resulting in a sizable portion of the educational institution’s provincial 
funding being tied to performance. According to the 2019-20 Ontario budget, the province is 
embracing outcomes‐based funding whereby 60% of the monies will be linked to performance 
by 2024–25 academic year. This is a drastic increase from the previous 1.2 per cent for colleges. 
The funding will be awarded according to 10 metrics that “align with the government’s priorities 
in skills and job outcomes, and economic and community impact” (Ontario, 2019, para. 26).  
The provincial government also committed approximately $60 million in this budget 
towards a microcredential strategy for upskilling adult learners for employment-related training 
needs. Previous experience and credentials serve as a strong foundation for further learning and 
transferable skills. Higher Education Quality Council of Ontario defines microcredentials as “a 
representation of learning, awarded for completion of a short program that is focused on a 
discrete set of competencies (i.e., skills, knowledge, attributes), and is sometimes related to other 
credentials” (Pichette et al., 2021, p. 6). Bayview College is looking to innovate and embrace 
microcredentials to support learners wanting to upgrade their knowledge and skills, advance in 
the workplace, and/or transition to new areas. 
While Bayview College adjusts to the new funding model, it is also coping with the 
ramifications of the COVID-19 pandemic. The 2020-2021 academic year is exhibiting a 
significant decrease in enrollment from previous years, especially in international students, 
changes to program delivery (in some cases program cancellations), and uncertainty about the 
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trajectory of the Coronavirus outbreak in the local and broader community. Financial projections 
suggest substantial deficits in the current fiscal year, which will have impacts on organizational 
plans. 
Social Context 
The majority of students are below 25 years of age; however, it is anticipated that 
demographics will change in the near future (Bayview College, n.d., 2021). The number of older 
learners with a career-focused perspective is expected to grow considerably. Increasingly, 
Bayview College is becoming a destination of choice for international learners, although there 
has been a significant reduction in international student enrollment for the 2020-2021 academic 
year due to COVID-19. This change in learner demographics could influence many aspects 
within the organization, including teaching approaches, program delivery, technology utilization, 
and college services, thus, affecting organizational planning.  
All levels of government have expressed a commitment to addressing the calls to action 
from the Truth and Reconciliation Commission (2015). With regards to higher education and 
health professions, there is dedicated and broad support to embed Indigenous traditions within 
the organizational culture and to deliver curricula in a manner that embraces Indigenous ways of 
knowing and experiential learning. Health professionals must achieve and continuously strive to 
maintain cultural competency as a means to foster safe, effective, and ethical healthcare delivery.  
Cultural Context 
Bayview College has a unique culture that continues to evolve over time in order to adapt 
to the shifts occurring within post-secondary education and broader societal trends. The dental 
hygiene faculty are a deeply cohesive group that strives for consensus among members. In 
addition to office cultures, occupations have professional cultures. Schein (2004) asserts that “if 
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an occupation involves an intense period of education and apprenticeship, there will certainly be 
a shared learning of attitudes, norms, and values that eventually will become taken-for-granted 
assumptions for the members of those occupations” (p. 20). Consequently, a distinct subculture 
with a professional identity has emerged within the department. 
In summary, the organizational context and broader environmental landscape offer some 
insight into the complexities evolving nature of higher education and dental hygiene practice in 
Canada. Next, I situate myself within the organization and delve into experiences and 
worldviews that have shaped the lens in which I view leadership. 
Leadership Position and Lens Statement 
In this section, I position myself as a faculty member within Bayview College. This 
includes aspects related to agency, power, and personal voice. In addition, I describe the 
philosophical lens that shapes my leadership practice. This positionality facilitates understanding 
of how my identity and worldview influences how I conceptualize the organizational problem of 
practice. 
Agency and Power 
I am a faculty member of Bayview College’s dental hygiene program who interacts 
closely with learners, support staff, other educators within program. I formally report to the 
academic chair of health studies. In addition, I engage with community partners and integrate 
competency profiles published by associations, regulators, and accrediting bodies within the 
courses that I teach.  
Throughout my career as a registered dental hygienist and public health professional, I 
have worked in variety of roles, including clinical practice, community and public health, 
administration, and most recently, as an educator within an academic setting. These diverse roles 
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have helped to shape in me a broader view of health, equity, and access issues related to 
healthcare and postsecondary education. I share my earlier experiences with students during 
classes and relate the stories to curricula so that learners can appreciate non-traditional roles of 
oral healthcare professionals, unmet needs in society, and ways in which they can foster change 
within their organization and community. I have also completed additional education beyond the 
minimum requirements for dental hygiene practice and teaching within a diploma program.  
Given these personal, professional, and academic experiences, I am perceived as having 
knowledge and network power. According to Cawsey et al. (2016), these sources provide an 
opportunity to influence people with knowledge and persuade them by strength of integrity. I 
believe that these sources of power have facilitated my leadership development during the recent 
departmental changes, including newly appointed leaders in middle- and upper-level 
management positions, and the pandemic that has drastically changed college functions.  
While I do not hold positional power with formal authority at my organization, I see 
myself as both a leader and a follower at various times and within different contexts. I routinely 
engage in informal leadership activities and believe that my colleagues within the organization 
similarly view me as leader in different contexts. As a follower, I am not a passive recipient of a 
leader’s influence, but rather, a partner in the social exchange. 
Personal Voice 
I graduated from a dental hygiene diploma program over 14 years ago from a college in 
Ontario and subsequently completed a bachelor’s degree specific to dental hygiene at a 
university in British Columbia. After graduating from the diploma program, I wanted to further 
my education along the continuum of learning to increase my depth and breadth of knowledge in 
the area of oral health, increase my confidence and career prospects in alternative settings for 
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dental hygienists, and create a pathway to further my education to graduate studies. These 
reasons for pursuing degree education align with motivations and influencing factors that Kanji 
and Laronde (2018b) observed among other dental hygiene degree program graduates. 
Western University’s Doctor of Education program has fostered my personal growth and 
professional identity as a scholarly practitioner in educational leadership. The program “is 
framed around questions of equity, ethics, and social justice to bring about solutions to complex 
problems of practice” (Western University, n.d., para. 1). This focus has allowed me to explore 
an issue that is both important to me and relevant to the organization’s mission. 
Personal Lens 
As a dental hygienist, educator, and scholarly practitioner, the epistemological 
perspective that I most closely identify with is the postmodern worldview. This paradigm can be 
traced back to French literary critic Jacques Derrida (1930–2004) and French philosopher Michel 
Foucault (1926–1984) with their critiques of modernist thought; specifically, assumptions about 
language and reality, and assertion that all research is political. Postmodernists reject positivist’s 
dualistic ontology and objectivist epistemology, and consider every aspect of society, culture, 
economics, and politics (Bess & Dee, 2008). Bloland (1995) suggests that postmodernism is “a 
basis for the organization of a new, freer, more open society” (p. 542). 
Using this postmodern lens, I see postsecondary institutions as organizations existing in 
complex environments with internal and external pressures, and they must constantly adapt in 
order to respond to emerging trends and societal changes, such as new technologies, changing 
demographics, and globalization. This lens is also derived from Dewey’s (1957) and Rorty’s 
(1982) position that reality is in a constant flux of change, not static, and has a strong emphasis 
on relationships and social exchange processes. The complexities that organizations are 
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grappling with in today’s postmodern society and knowledge-based economy are far too 
complex to be solved with top-down approaches alone (Marion & Uhl-Bien, 2007). Rather than 
simplifying or minimizing complexity, I embrace it and recognize its role in organizations.  
Leadership Philosophy 
According to Bolman and Gallos (2011), “Knowledge is power; and academic leaders 
empower themselves when they know where they are, where they want to go, and what will get 
them there” (p. 9). As such, my leadership philosophy centers on lifelong learning and personal 
growth. I do not see leadership as the fixed traits and behaviours of one individual in a formal 
leadership position, nor do I see leader and follower roles as fixed entities. Instead, the roles of 
the “leaders” and “followers” are fluid and dynamic with their relationship, and social exchanges 
and all parties can benefit from being both learners open to influence from multiple sources and 
enablers of adaptability and innovation.  
In this relational view, culture and context cannot be separated from leadership. Rather, 
cultural context is a source of leadership and create meaning. Ospina and Uhl-Bien (2012) assert 
that “in a postmodern constructionist worldview, the relationship between individuals and the 
world in one of reciprocal influence” (p. 15). Similarly, “Social constructionism locates 
meaning-making in the spaces between people” (Kennedy et al., 2012, p. 176). 
The values and ideals that guide my leadership actions include compassion, curiosity, 
courage, integrity, flexibility, and creativity. I continuously strive to be a catalyst, facilitator, 
source of energy, and enabler of change through relational and adaptive approaches that facilitate 
collaboration, creative problem solving, and the deconstruction of conditions that perpetuate 
imbalances of power. 
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As an adaptive leader within my organization, I routinely integrate Heifetz’s (1994) and 
Heifetz and Laurie’s (1997) adaptive leadership model to support others to confront challenges. 
Adaptive leadership focuses on the dynamic of mobilizing individuals to address change and 
respond to evolving environments. Using this approach, I support and promote individual agency 
for others to face changing environments, problems, and complex challenges. The initial leader 
behaviour for an adaptive leadership approach is to “get on the balcony” to see the big picture 
about what is happening in the midst of a challenging situation (Heifetz, 1994). Then leaders can 
identify an adaptive challenge using the information gathered and analyzed from stepping out on 
to the balcony. This is the process I took for identifying the problem of practice which I describe 
in the subsequent section. 
In addition, as a faculty member without formal decision-making authority in my 
organization, I apply lateral leadership approaches, which is particularly suited for changing 
environments (Koçak, 2019). Lateral leadership is grounded in the concept of lateral thinking, a 
concept which was introduced by Edward de Bono in 1970. Lateral thinking encompasses the 
disruption of the certain order of thinking to consider different angles and new ways when 
finding solutions to problems (Koçak, 2019). Koçak (2019) differentiates lateral thinking from 
vertical thinking and describes them as complementary. Its application examines different 
approaches to create novel ideas and promising alternatives and adds richness to the decision-
making dynamics and group discussions. Lateral leadership encourages employees, such as 
faculty members, to take risks and embrace new opportunities (Koçak, 2019). 
By positioning myself within the context of my worldview and previous experiences as a 
student, clinician, and educator, it becomes apparent how my perspectives have shaped my 
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Organizational Improvement Plan to focus on barriers to dental hygiene degree education for the 
Bayview College community. 
Leadership Problem of Practice 
The problem of practice to be addressed is the lack of a shared vision about the evolution 
of dental hygiene education at a college in Ontario. In recent years, the abilities needed to 
practice dental hygiene safely, effectively, and ethically have expanded, especially in the areas of 
public health, public policy, evidence-informed decision making, and interprofessional 
collaboration (Canadian Dental Hygienists Association, 2020; Canadian Dental Hygienists 
Association et al., 2010). In addition, the calls to action from the Truth and Reconciliation 
Commission (2015) highlight opportunities within post-secondary education to ensure that 
graduates, particularly in health professions, achieve cultural competency. While the profession’s 
scope of practice, autonomy, and practice complexities continue to expand, the educational 
requirement to become a dental hygienist in Canada has remained a diploma credential since its 
inception (Commission on Dental Accreditation of Canada, 2015). In response to the increased 
pressures on the education system and its curricula to achieve program outcomes, and to provide 
an educational pathway to graduate education, many dental hygiene programs outside of Ontario 
have extended their curriculum hours beyond the diploma and award the degree credential.  
An emerging body of research demonstrates that graduates of baccalaureate dental 
hygiene programs, compared to diploma programs, have increased depth and breadth of 
knowledge, improved cognitive abilities related to research use and critical thinking, and 
increased confidence (Kanji & Laronde, 2018a; Sunell et al., 2013, 2015a, 2015b, 2017). Longer 
educational preparation increases dental hygiene learners’ exposure to reading and critiquing 
literature (Kanji et al., 2010), expands their advocacy, policy use, and health promotion abilities, 
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increases their skills working with groups, communities, and populations (Sunell et al., 2015b), 
and has been shown to offer more career opportunities outside of private clinical practice (Kanji 
et al., 2011b). Kanji et al. (2011b) observed that degree education was associated with more 
comprehensive care. Comparable trends have been observed in the nursing literature (Aiken et 
al., 2003; Brooks & Shepherd, 1990; Ehrenfield & Eckerlings, 1991; Estabrooks et al., 2005; 
Kutney-Lee et al., 2013; Pardue, 1987; Veramah, 2004). 
Although there is national and international support for dental hygiene degree education 
(American Dental Hygienists’ Association, 2016; Canadian Dental Hygienists Association, 
2009; College of Dental Hygienists of British Columbia, 2018; Luciak-Donsberger & Eaton, 
2009), local support at Bayview College appears to be lacking. Complicating matters and 
deepening the discussion, increasing pressures for microcredentials and alignment with 
provincial government priorities have emerged within the higher education landscape in Ontario. 
As such, diverse views about the evolution of dental hygiene education have polarized 
stakeholders within the institution’s internal and external community. Consequently, only one 
educational pathway to become a dental hygienist exists in the college and it remains at the 
diploma level. As a faculty member at this institution, the problem of practice under 
investigation is the lack of a shared vision about the evolution of the dental hygiene program at 
Bayview College. By addressing this leadership challenge, I hope to foster conditions which 
inspire a collective mental model of how the dental hygiene program can adapt and respond to 
the external forces supporting dental hygiene degree education. By generating a unified vision, it 
can serve as the collective impetus for innovation and adaptive functions at Bayview College 
which create a state of “fitness” between the organization and its environment. 
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Framing the Problem of Practice 
In this section, I position the problem of practice in terms of historical context, 
multiframe thinking to assess the issue from multiple perspectives, and a macro-environmental 
examination. This comprehensive and system approach helps to reveal internal and external 
factors that influence the strategies used in the Organizational Improvement Plan. 
Historical Overview 
The dental hygiene diploma program at Bayview College involves didactic and clinical 
learning experiences that equip students with the necessary knowledge, skills, values, and 
confidence to practice as autonomous oral health professionals, working in partnership with 
individuals, families, groups, and communities. The program is accredited by the Commission on 
Dental Accreditation of Canada and this status allows graduates to sit a national examination and 
apply for registration with a provincial dental hygiene regulatory body in Canada. National 
accreditation standards provide an opportunity to establish a consistent educational foundation 
for the profession and a quality benchmark for educational programs across Canada.  
Bayview College’s diploma program is highly competitive and represents one of 18 
colleges in Ontario that offer dental hygiene diploma education. Nationally, there are 34 
institutions offering either a dental hygiene diploma or degree credential (Commission on Dental 
Accreditation of Canada, 2018). While there are diverse educational models leading to a dental 
hygiene credential, attempts to align educational programs and graduate outcomes nationally has 
been pursued through accreditation standards, standardized examinations, and a competency 
profile. These mechanisms also facilitate labour mobility across provinces and territories.  
The national frameworks adopted by various accreditation, examination, and regulatory 
organizations continue to evolve in response to the changing landscape. For example, the entry-
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to-practice competencies that are widely used by educators, regulators, and accrediting bodies 
were published in 2010. In 2015, the Canadian Dental Hygienists Association published national 
baccalaureate competencies that some educational institutions, such as the University of British 
Columbia (Sunell et al., 2019), have adopted. In addition, the Federation of Dental Hygiene 
Regulators of Canada has recently updated the 2010 entry-to-practice competency profile for the 
profession to better reflect the evolving competencies needed to perform dental hygiene abilities 
safely, ethically, and effectively. The profile is undergoing endorsement and adoption from 
various organizations and stakeholders. This notable change will have significant implications 
for entry-to-practice education, accreditation standards, the national examination blueprint, and 
regulatory requirements for the profession.  
Globally, the educational requirement for entry into the dental hygiene profession has 
been discussed for many years by clinicians, professional organizations, educators, and other 
stakeholders. In 2009, the Canadian Dental Hygienists Association published an education 
agenda to transform oral healthcare delivery and support the oral health needs of Canada. The 
first educational outcome identified within this document was the achievement of dental hygiene 
degree education as the entry-level requirement for the profession. The College of Dental 
Hygienists of British Columbia (2018) and the American Dental Hygienists’ Association (2016) 
have recently adopted similar positions. European trends show an observable shift in dental 
hygiene education from the diploma to bachelor’s degree (Luciak-Donsberger & Eaton, 2009).  
Bayview College’s dental hygiene diploma program strives for standardized outcomes 
because of its competency-based approach to education. The program applies a functionalist 
approach to efficiently meet the minimum standards for accreditation and ensure graduates 
demonstrate the necessary outcomes to practice safely within the profession. While the diploma 
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credential is efficient for achieving the minimal required education for entry into the profession, 
many diploma students have expressed their desire to acquire a baccalaureate degree (Benbow & 
Kanji, 2019). Unfortunately, there is no pathway to achieve such a credential at Bayview 
College. Since the closure of the program at the University of Toronto in 2004, there are 
currently no institutions in Ontario offering baccalaureate dental hygiene education.  
The lack of a shared vision around the evolution of the dental hygiene program at 
Bayview College and the strong forces of inertia have impeded program change. Bayview 
College has a broad vision statement for the entire institution, yet the department in which the 
dental hygiene program belongs struggles to conceptualize a unified mental model and vision 
statement outlining future state of the dental hygiene program that best meets the diverse needs 
of stakeholders in the changing landscape. The statement should reflect identified trends in 
higher education, dental hygiene practice, and health needs in Canada, as well as the shared 
values and attitudes of the college community.  
Organizational Framework 
Bolman and Deal (2017) suggest that organizations are “complex, surprising, deceptive, 
and ambiguous” (p. 40) and the use of oversimplified models may cloud, instead of illuminate, 
effective leadership actions. Similarly, Bolman and Gallos (2011) assert that “multiframe 
thinking is necessary because colleges and universities are messy and difficult organizations that 
require from their leaders simultaneous attention to vastly different sets of needs” (p.12). To 
embrace the inherent complexity of organizations, Bolman and Deal (2017) offer a four-frame 
leadership model comprised of four essential components: structural, human resource, political, 
and symbolic. This framework has been applied to leadership studies in a variety of contexts 
(Vuori, 2018), including higher education (Bensimon, 1989; Kezar et al., 2008; McArdle, 2013). 
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As such, I use Bolman and Deal’s (2017) Four Frames Model (structural, human resource, 
political, and symbolic) to examine the situation from multiple perspectives and ensure a 
comprehensive assessment of the problem. 
Structural 
The structural view considers the organization’s architecture, such as the design of 
departments and the policies describing expected behaviour, to pursue the organization’s 
strategic goals (Bolman & Deal, 2017). Similarly, it addresses the efficacy and optimization of 
decision making and action. Rigidity and structure are pervasive at Bayview College where 
faculty are arranged by academic units and there are clear lines of reporting. The institution is a 
rational entity that transforms inputs into outputs. For example, given the competency-based 
format of Bayview’s dental hygiene program, calibration among instructors, and formalized 
documentation help to ensure all graduates can demonstrate the competencies required for 
practice. While “organizations try to cope with a complicated and uncertain world by making it 
more simple” (Bolman & Deal, 2017, p. 36), Marion (2008) argues that structure and top-down 
approaches do not foster creativity or help to address extremely complex tasks or situations that 
require rapid adaptability. 
Human Resource 
According to Bolman and Deal (2017), the human resource frame considers the 
interdependent relationship between organizations and people. Academic leaders act as a catalyst 
as well as a coach to empower and mentor people within the organization (Bolman & Gallos, 
2011). Leaders are expected to create supportive atmospheres in which faculty, administrators, 
and staff are successful (Bolman & Gallos, 2011). 
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The faculty within the dental hygiene program bring immense value to the institution, 
students, and the broader community through their knowledge, experience, and partnerships. The 
faculty appreciate open communication and trust from administration, as well as collaborative 
approaches where everyone contributes and succeeds. Administrative leaders in academia can 
empower their team by offering resources, such as financial, training, staff support, to help them 
achieve organizational goals (Bolman & Gallos, 2011). 
Political 
According to Bolman and Gallos (2011), “Colleges and universities are highly political 
institutions” (p. 72). Likewise, Morgan (2006) describes organizations as political systems. This 
metaphor assists in understanding organizational life related to the day-to-day politics, human 
behaviour, and activities in institutions. Baldridge (1971) was fundamental to the creation of the 
political model in higher education as he recognized limitations with viewing post-secondary 
institutions as rigid bureaucracies. 
The political frame highlights the importance of stakeholder values, beliefs, and interests. 
It also reinforces the issue of scarce resources. When analyzing my problem of practice, it 
becomes evident that conflict is impeding the development of a shared vision about dental 
hygiene education at Bayview College. The complex and turbulent landscape of higher education 
today, in addition to the different personalities, interests, backgrounds, and worldviews within 
the organization, are contributing to this conflict. Bolman and Gallos (2011) convey that while 
conflict is inevitable in higher education, it presents an opportunity for leadership.  
Symbolic 
The symbolic frame applied to Bayview College focuses on meaning and purpose. Gallos 
(2006, 2008) suggests that the cultural symbols, such as stories, visions, and rituals, express the 
 19 
college’s identity and values. These symbols also carry emotional and intellectual meaning that 
help people create meaning of complexities and ambiguity (Bolman & Deal, 2017). While the 
organization has an overall vision, there are principles that, at times, are competing. For 
example, the organization’s founding mandate was career-oriented and focused on economic 
development. It has since embraced its role as a polytechnic institution promoting higher 
education and applied research. These two premises are not mutually exclusive and are often 
congruent and complementary. Yet, there are times when competition predominates. 
PESTE Analysis 
A PESTE (Political, Economic, Social, Technological, and Environmental) analysis 
explores factors and contextualizes realities that influence the problem of practice and related 
change initiatives. Table 1 summarizes the current circumstances affecting the organization.  
Table 1 
PESTE Factor Analysis 
Factor Contextual Realities Related to Problem of Practice 
Political 
Collective agreement bargaining 
Emphasis on alignment with provincial government priorities 
A new competency profile for the dental hygiene profession 
National professional association advocating for degree as entry level 
Dental hygiene degree education increasingly available globally 
Other health professions have advanced their entry-to-practice requirements 
Economic 
Increasing pressures for accountability, cost containment and efficiencies 
Curriculum development requires release time for faculty 
Substantial financial deficits due to COVID-19 pandemic 
Increased appetite and government support for microcredentials 
Changes to program duration or experiences could impact student tuition 
Social 
Partnerships with external community agencies and employers 
Change in student demographics 
Obligations to work towards reconciliation 
Technological  
Campus wide learning management system 
Facilitates access to education through remove-delivery and online learning 
Launch of “digital campus” to support growth in online learning 
Environmental College-wide sustainability initiatives support environmental stewardship 
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As stated by Cawsey et al. (2016), “the external landscape of an organization is a reality that 
change leaders need to pay attention to and figure out how to engage” (p. 25). With regards to 
internal workings of Bayview College and the aforementioned problem of practice, there are 
many factors impacting internal organizational dynamics; however, political and economic 
forces play a particularly critical role. Baccalaureate dental hygiene education has been a 
political issue involving national and international stakeholders for many years. While, the 
economic landscape has always been relevant and important to postsecondary institutions, the 
devastating consequences of the COVID-19 pandemic will have a rippling effect for many years. 
Guiding Questions Derived from the Problem of Practice 
While exploring this problem of the practice, the complex realities of addressing the lack 
of a unified vision became evident. Accordingly, I generated areas of inquiry that guide this 
Organizational Improvement Plan. Three critical questions are described next. 
How Can I Make Sense of The Changing Patterns and Complexities in Society and Their 
Potential Impact on Dental Hygiene Education? 
 The first line of inquiry relates to sense making of the changing landscape and lurking 
uncertainty relevant to this problem of practice. Organizations of higher education are positioned 
within complexity (Clancy et al., 2008; Fidan & Balci, 2017; Glatter, 2006; Morrison, 2008). It 
is important to consider the complex entanglement of forces from a holistic, interconnected 
perspective. The richness and the extent of complexity within the environment will be lost if one 
takes a reductionist and oversimplistic view of the problem of practice. Rather than view the 
organization as a closed, controllable, and ordered system, I will use frameworks and models that 
encourage new ways of understanding the issues to make sense of complex environments and 
consider how it may affect the dental hygiene program at Bayview College.  
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How Can the Educational Program Evolve So That It Thrives in the 21st Century? 
The second line of inquiry considers the role of adaptation so that the educational 
program proposers in this complex environment. Although bureaucratic theory suggests that 
organizations should build order, rationality, and hierarchy (Fayol, 1916; Weber, 1924), there are 
significant limitations and weaknesses for Bayview College adopting the bureaucratic 
perspective in the 21st century. Organizations are not nimble enough to adapt to the changing and 
complex environments typical of post-secondary education (Manning, 2018). Burns and Stalker 
(1961) are seminal theorists who proposed that when change in environments pose new 
challenges for organizations, flexible and organic approaches are needed. Thus, I will consider 
the role of adaptation, emergence, and self-organizing dynamics in helping to facilitate 
organizational fitness within the system. 
How Can I Enable Conditions that Support Creativity, Adaptability, and Innovation 
Within the Organization? 
The third line of inquiry that I explore in this Organizational Improvement Plan relates to 
behaviours and approaches that I can take as a faculty member at Bayview College to foster a 
climate in which the organization can respond proactively to the fluctuations happening in other 
parts of the system. For example, I explore how I can enable the emergence of mechanisms 
within the dental hygiene team which catalyzes creativity, problem solving, and learning to adapt 
to the aforementioned problem of practice. 
Leadership-Focused Vision for Change 
In this section, I describe the current state of the dental hygiene program at Bayview 
College, the envisioned future state, and change drivers from within and external to the 
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organization. These factors shape and influence the leadership-focused vision for change that is 
specific, relevant, and contextualized to Bayview College. 
Current State 
The dental hygiene diploma program at Bayview College has achieved a state of 
equilibrium with its local environment and has maintained the status quo since the program’s 
adoption of the 2010 entry-to-practice dental hygiene competencies (Canadian Dental Hygienists 
Association et al., 2010). The provincial regulator and the national accrediting body required 
educational institutions to integrate this national competency framework within their curriculum. 
As a result, Bayview College continues to see stable student retention rates, continued program 
accreditation, and graduate success on the national certification exam. However, the curriculum 
cannot remain unaltered because the external environment is rapidly changing and the current 
approach to diploma dental hygiene education will not be adequate for long-term survival.  
Canadian dental hygiene students support degree education, yet there are barriers to 
access (Benbow & Kanji, 2019). British Columbia, Alberta, Manitoba, and Nova Scotia are the 
only regions in Canada with an educational institution offering such education. Ontario and 
Québec once offered dental hygiene degree education at University of Toronto and the 
University of Montréal, respectively, yet, both programs have been discontinued as a result of 
budgetary, enrolment, and political issues (Imai & Craig, 2005; Kanji et al., 2011a; McKeown et 
al., 2003; Sunell, 1996). Dental hygiene education in Ontario and Québec expanded in the 
community college and Cégep systems, with Ontario also offering some programs in the private 
college system (Commission on Dental Accreditation of Canada, 2018). While organizations 
may seek to achieve equilibrium with their environment, postmodernists criticize this approach 
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because it maintains the status quo. Cilliers (1998) goes as far as to argue that “equilibrium is 
another word for death” (p. 4).  
Envisioned Future State 
As suggested by Archbald (2013), “when complex challenges confront an organization, 
change is needed and vision becomes important” (p.137). As the external conditions undergo 
rapid change, postsecondary institutions must respond, adapt, and begin the process of learning 
to cope with the new situations (Jongbloed et al., 2008). As such, the envisioned future state of 
Bayview College’s dental hygiene program encompasses a culture in which the team embraces 
adaptability, innovation, and creativity. This involves members who are responsive to the 
demand for increased access to higher educational pathways for dental hygiene education and 
uses collaborative strategies to achieve mutual goals. Consequently, a shift from an established 
program and familiar work behaviours based on tacit knowledge, beliefs, and norms are 
transformed to a state where a new vision is generated based on new assumptions, beliefs, and 
norms that address the organizational and societal needs. The envisioned future state 
encompasses the members of dental hygiene program who share a unified view of the curriculum 
and philosophical underpinnings that is informed by evidence and relevant to Bayview College’s 
context. This also provides Bayview College with a competitive edge in attracting prospective 
students to the institution and furthers the graduates’ abilities to meet employer, community, and 
societal needs.  
In order to achieve this desired vision, I use the complex adaptive systems perspective to 
describe the envisioned state in which the college community share a vision about how to adapt 
the dental hygiene program so that it coevolves with the changing environment. According to 
Uhl-Bien et al. (2007), complex adaptive systems are “neural-like networks of interacting, 
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interdependent agents who are bonded in a cooperative dynamic by common goal, outlook, need, 
etc.” (p. 299). Bayview College is a complex adaptive system as evidenced by its entanglement 
with uncertainty, non-linearity, and interdependency with a range of stakeholders. The system is 
undergoing constant change, and organizations require a similar level of complexity for optimal 
organizational health. McKelvey and Boisot (2003) introduced the Law of Requisite Complexity, 
which proposes that system complexity must equal that of its environment to function 
effectively. Likewise, Morrison (2008) argues that “Change, disequilibrium and unpredictability 
are requirements for survival” (p. 17). 
A distinguishing feature of complex adaptive systems is that they are sensitive to initial 
conditions (Plowman & Duchon, 2008). Small fluctuations or variations that occur in one part of 
the system can have enormous and unpredictable consequences to other parts of the system. By 
applying the complex adaptive systems lens to the dental hygiene program, the gap between the 
current program and the evolving competencies that dental hygienists require to practice safely 
and effectively in a complex environment “creates the impetus for change” (Olson & Eoyang, 
2001, p. 89). 
There are two main approaches to leadership visioning: a strong leadership vision and a 
fuzzy vision approach. A strong leadership vision approach involves a leader with a clear vision 
for the organization's future, articulates how to achieve this future state, and rewards the efforts 
of the team for moving in this direction by working towards this vision (Bennis & Nanus, 1985; 
Tichy & Devanna, 1986). Schein suggests that this approach works well in a predictable 
environment with a visionary leader (2010). In contrast, the fuzzy vision model can be used in 
situations where these conditions cannot be met. Pava (1983) explains that with the fuzzy vision 
model, leaders forcefully and repeatedly express that the current state is no longer tolerable, and 
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that performance must improve within a specified time frame. Then, the leader leaves it up to the 
organization to generate a vision about the future state and how to achieve it. As the organization 
explores different ideas and proposals for how to move forward, the leader selects and reinforces 
the one(s) deemed most appropriate and effective (Pava, 1983).  
This Organizational Improvement Plan uses the fuzzy vision approach to visioning to 
allow for engagement amongst the college community to generate a unified vision of how the 
program can evolve to address the problem of practice. This participatory and shared approach 
embraces the principle of emergence where system members build possibility for the future 
through a “rich interplay of experiences, thoughts, connections, and connections of system 
agents” (Olson & Eoyang, 2001, p. 73). 
Kouzes and Posner (2007) assert that “the best leaders inspire a shared vision, as opposed 
to selling their own idiosyncratic view of the world” (p. 6). The leader’s role is to frame but not 
impose a vision (Murphy & Torre, 2015). Thus, the creation of a unified vision about the 
evolution of the dental hygiene program at Bayview College will be in collaboration with 
relevant stakeholders. Fortunately, the team can learn from other professions who have 
undergone similar change. For example, the nursing profession has developed a variety of 
educational models for entry into the profession, including collaborative partnerships between 
universities and colleges, bridging programs, advanced entry, and accelerated programs 
(Canadian Association of Schools of Nursing, 2018). 
Priorities for Change 
While Bayview College’s board of governors’ mandate is to govern and be accountable 
to a range of stakeholders, including students, employers, and the broader community, the 
institution’s vision clearly describes the vital role of students. These learners are at the heart of 
 26 
all decision-making and strategic planning for the organization. Consequently, appreciating the 
student perspective is critical when identifying potential solutions and interventions to address 
this problem of practice. Actions should not disproportionately or negatively affect learners from 
underrepresented groups. For example, any changes to dental hygiene education should facilitate 
increased access to postsecondary education among prospective students and must support, not 
impede, reconciliation with Indigenous students. The curriculum must be one that supports a 
broad range of worldviews and fosters growth of socially responsible healthcare professionals. 
Creating a shared vision about the evolution of education must involve the voice of learners. 
Being responsive to the community’s educational and workforce needs are also important 
considerations for prioritizing change. Bayview College is not solely interested in recruiting 
learners. Instead, institutions of higher education must ensure that they are able to contribute to 
the larger health workforce in this complex landscape (Ferguson & Lloyd, 2017; Staiger et al., 
2017; Tourangeau et al., 2014; Tourangeau, et al., 2015). The organization must consider how to 
adapt the educational program so that it fosters program outcomes where graduates meaningfully 
participate in the workforce to support healthcare delivery and make a difference in the health 
system (Broome, 2009; Glasper, 2016; Hoare, 2016; Kurth et al., 2016; Schell et al., 2016). This 
consideration has been part of the broader discourse about baccalaureate dental hygiene 
education. Degree graduates are described as having “an increased potential to improve access to 
dental hygiene services through their advocacy abilities and more nuanced understanding of the 
policy process, interprofessional collaboration, health promotion, and research use” (Canadian 
Dental Hygienists Association, 2015, p. 10). 
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Change Drivers 
The change drivers relevant to this problem of practice involve a range of forces. For 
example, evolving demographics, emerging diseases, increasingly complex medical conditions, 
and growing health inequities are factors that are drastically affecting healthcare delivery. Many 
other health profession disciplines, such as nursing, pharmacy, and physical and occupation 
therapy, have advanced their entry-to-practice requirements from diplomas to degrees in 
response to these complexities. This changing landscape has triggered international discourse on 
advancing the educational requirement for entry into the dental hygiene profession (American 
Dental Hygienists’ Association, 2016; Canadian Dental Hygienists Association, 2009; College of 
Dental Hygienists of British Columbia, 2018; Luciak-Donsberger & Eaton, 2009).  
Recently, the dental hygiene regulator in British Columbia implemented regulatory 
changes and a registration category for baccalaureate dental hygiene graduates (College of 
Dental Hygienists of British Columbia, n.d.). This could affect labour mobility and practice 
restrictions for Bayview College graduates. In addition, the Federation of Dental Hygiene 
Regulators of Canada, which is comprised of Canadian dental hygiene regulators, have launched 
a revised national competency profile to better reflect practice complexities and the depth and 
breadth of competencies required for safe and effective care (Federation of Dental Hygiene 
Regulators of Canada, 2020). This update directly affects accreditation and national examination 
blueprints. Bayview College wants to be a school of choice for prospective students; yet this will 
not be attainable if graduates encounter employment barriers. What may appear as minor 
changes could have monumental effects on the system. 
In summary, there is a discrepancy between the current state of Bayview College’s dental 
hygiene program and the envisioned future state. The gap, combined with the relevant change 
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drivers, formulate the leadership-focused vision for change. In the next section, I outline the 
organizational change readiness as it pertains to this problem of practice. 
Organizational Change Readiness 
Over the years, the concept of change readiness has emerged in the literature as a distinct 
construct. According to Holt et al. (2007), readiness for change is “the extent to which an 
individual or collection of individuals are cognitively and emotionally inclined to accept, 
embrace, and adopt a particular plan to purposefully alter the status quo” (p. 326). Unfortunately, 
evidence suggests that planned organizational change initiatives are often unsuccessful (Beer & 
Nohria, 2000; Fisher, 1994; Higgs & Rowland, 2000; Hirschhorn, 2002; Knodel, 2004; Kotter, 
2008; Sirkin et al., 2005). Judge and Douglas (2009) assert that this phenomenon is resulting 
from organizations not understanding their readiness for change. In the context of this problem 
of practice, I will discuss the dental hygiene department’s readiness for change.  
Tools to Assess Readiness 
Armenakis et al. (1999) offer five necessary factors for creating readiness within an 
organization: discrepancy, appropriateness, efficacy, support, and valence. Next, I explore each 
of these factors to examine and better appreciate Bayview College’s current state of readiness. 
Discrepancy 
Discrepancy refers to the need for change is identified in terms of the gap between the 
current state and the desired state people believe that the proposed change is the right change 
to make. While some educators, clinicians, and regulators outside of Ontario recognize the 
need for advancing dental hygiene education to respond to the changing environment, not all 
members at Bayview College are aware of this need to change.  
Appropriateness 
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Appropriateness of change is important to consider when readying an organization for 
change because individuals must believe that the proposed change is the right change to make. 
Using a participatory approach to visioning, the dental hygiene team will play an integral role 
in shaping the vision of dental hygiene education at Bayview College. Rather than prescribing 
a vision, faculty members can generate one that the team believes is the right one to make 
based on the evolving landscape. 
Efficacy 
The confidence of organizational members has been bolstered so that they believe they 
can accomplish the change. The faculty have not taught in a program with a credential higher 
than diploma. Consequently, there is a risk of unknown and uncertainty about change to the 
existing program. In addition, the professional association for dental hygiene in Canada has 
continued to advocate for baccalaureate education as the entry-level requirement since the 
2000s. Previous attempts at dental hygiene degree education could be viewed as unsuccessful 
or unproductive, and participants involved could become cynical (Bushe & Marshak, 2014; 
Cawsey et al., 2016).  
Support 
Support in this readiness context refers to the support from key individuals for this 
specific change initiative. The key individuals are organizational members to whom their 
colleagues often look. In order for the change to be successful, commitment and resources 
must be invested in the initiative. As a national voice for the profession, the Canadian Dental 
Hygienists Association advocates for baccalaureate dental hygiene education. As a change 
agent, I am supportive of increased pathways to degree education; however, the other members 
of the program are not similar proponents of such a change currently. 
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Valence 
To better ready an organization for change, the leader can address the “what's in it for 
me/us” question. Changes to program design and delivery will require human and financial 
capacity. Faculty, staff, and administration must see how this change initiative is of value to 
them specifically. If an organizational member perceives that their self-interest is threatened by 
a change plan, they may resist it. 
Spiro’s Rubrics 
The analysis suggests that the organizational change readiness is not as high as a 
change agent would want before undergoing change. Spiro (2010) offers that assessing the 
readiness of the leader, individuals involved, and organization are the essential elements prior 
to change. 
Spiro’s (2010) rubric for assessing readiness of the leader facilitates an understanding 
of my own readiness of change. The author organized the tool according to sections: 
experience, skills, willingness, and shared values. Currently, I fall within the “medium” 
category and this rating identify areas to work on and provides me with an opportunity to 
further develop my readiness in advance of embarking on the change initiative. For 
organizational readiness, I informally completed the list of items and it becomes clear that 
overall readiness is low. This will be a stumbling block to innovative and creative change 
initiatives at the organization. Deszca et al. (2019) suggest that “by considering what is 
promoting and inhibiting change readiness, change agents can take action to enhance 
readiness—a change task in and of itself” (p. 113). Consequently, I examine these competing 
forces and find ways to address them in my efforts to ready the organization for change. 
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Addressing Competing Forces 
According to Cawsey et al. (2016), the key to organizational change is to “understand the 
forces and how they respond to shifts in pressure” (p. 195). Lewin’s (1951) Force Field Analysis 
provides a tool identifying the forces for and against change. To initiate a change initiative, the 
balance between types of forces must be offset in favour of the proposed change (Cawsey et al., 
2016). This imbalance can be triggered by new pressures for change, increased strength of 
existing driving forces, or reduced or transformed restraining forces (Cawsey et al., 2016). 
Figure 2 depicts a force field analysis specific to this problem of practice. 
Figure 2 
Force Field Analysis 
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The entanglement of forces is affected by societal and political circumstances, including 
demographics, healthcare, dental hygiene practice, health professions education as well the 
contextually relevant features that the reflect local conditions. There are both internal and 
external sources of pressure, although, the external forces represent greater forces driving the 
need for change. Internal sources may oppose change because individuals tend to want to 
maintain the status quo and not change things (Koenig, 2018). New pathways for dental hygiene 
education in Ontario could illicit a risk of the unknown (Koenig, 2018). For Bayview College, 
the diploma dental hygiene education offers a safe and predictable environment. The current 
program delivery is familiar and known to the professors, offers the educators stable 
employment, and allows for collaboration and resource sharing with the thirteen other diploma 
programs in Ontario offering the same credential. New educational pathways involve unfamiliar 
territory, unpredictability, and uncertainty which involves the risk of the unknown. 
Similarly, dread risk, the risk that makes us feel anxious when we consider its 
actualization (Koenig, 2018), may also be a concern for faculty and practicing dental hygienists. 
For example, faculty teaching within the dental hygiene program must hold an academic 
credential at least one credential higher than the level of the credential which the student will 
earn upon graduation from the program. Thus, the educators may need to complete additional 
education if the diploma program transitioned to a baccalaureate degree.  
While there are forces both driving and opposing change, the equilibrium is offset due to 
the increased pressures from external sources supporting changes to the current dental hygiene 
education being offered at Bayview College. Recognizing these forces helps to leaders to 
consider reasons for resistance to a change initiative, which, in turn, can help identify effective 
leadership approaches to minimize and/or address these forces. Al-Abri and Al-Hashmi (2007) 
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explain that leaders must generate tension amongst followers between the current state and the 
possible future. Senge (2006) argues that this tension is integral for the creation of a common 
vision. As such, readying the organization for change must involve communication about the 
need for change and the gap between the current and envision future state.  
Individuals must recognize that the change is appropriate (Cole et al., 2006). By engaging 
the team in creative problem solving about the evolution of the dental hygiene program, I can 
facilitate the development of an envisioned future state that change agents view as appropriate. 
Jick (2003) highlights the bottom-up approach to visioning as a method that uses an employee-
centred process to align the individual’s vision with the group’s vision. This method is more time 
consuming and challenging; however, it is valuable and appropriate in specific situations, such as 
when individuals have diverse and multiple views about the future (Jick, 2003). 
Support from key individuals who are committed to the success of this change and other 
team members who can serve as horizontal change agents can help to ready the organization for 
change and foster the successful implementation. Roberts et al. (2018) concluded that having at 
least one change agent in a change initiative is beneficial and recommended the use of working 
groups to coordinate work between departments and create mechanisms for collaboration. 
Therefore, I will consider recruiting at least one change champion to help convey positive and 
consistent messages among the team, and strike a working group involving individuals to foster 
rich and diverse discussions. At least one member will be from a health profession that has 
undergone change to the entry-level educational program. 
Another factor to consider when readying an organization for change is the efficacy and 
confidence that the change recipient and organization can successfully implement the change 
(Armenakis et al., 1999). Given these complexities of this adaptive leadership challenge, an 
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adaptive leadership approach will equip team members with the skills and confidence to 
successfully respond to the changing environment.  
Finally, effective communication serves as a strategy to overcome competing forces and 
ready an organization for change by articulating how the change is beneficial to the change 
recipient. To prepare for change, employees need to understand how the change will be of value 
to them. Using Higgins regulatory focus theory (1997), Boyatzis et al. (2015) suggest that one 
can approach a desired future state using either a promotion or prevention focus. If an individual 
or organization uses a promotion focus, they will approach a desired end state because of 
concerns for growth and accomplishment, they are aroused by strong ideas and nurturance needs, 
and they will experience pleasure and pain depending on presence or absence of a positive 
outcome. In contrast, a prevention-focused agent will approach a desire stated because of 
concerns around security, protection, and safety to avoid risks and harm, and experience pleasure 
and pain as a result of the presence or absence of negative outcomes (Boyatzis et al., 2015; 
Higgins, 1997). Therefore, a combination of promotion and prevention foci is needed to motivate 
the team towards the corresponding vision. Further discussion of communication strategies is 
presented in Chapter 3. 
This section provided a thorough assessment of Bayview College’s change readiness as it 
pertains to this problem of practice. Recognizing the organization’s current state highlights the 
leadership need for readying the organization prior to change. 
Chapter Summary 
In this chapter, I presented the foundation for this Organizational Improvement Plan. The 
organizational context provided the reader with pertinent information surrounding the local 
circumstances. My leadership lens, problem of practice, the gap between the current and desired 
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futures, and organization’s readiness for change. In Chapter 2, I outline the planning and 
development phases by describing the complexity leadership framework for leading change, 
potential solutions for addressing the problem of practice, and leadership ethics.  
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Chapter 2: Planning and Development 
As described in Chapter 1, the evolving and unpredictable external landscape in higher 
education is affecting the internal circumstances of Bayview College’s dental hygiene program. 
In addition to this dynamic environment, the complexity lens recognizes a major source of 
organizational unpredictability and instability that emerges from inside the organization through 
interactions with individuals and groups. Consequently, I use complexity science as a theoretical 
framework to explore the leadership approach, change processes, critical organizational analysis, 
potential solutions for addressing the problem, and ethical challenges and important 
considerations. In this chapter, the plan for organizational improvement begins to emerge.  
Leadership Approach to Change 
Leadership scholars continue to highlight that many organizational issues cannot be 
effectively addressed using traditional top-down leadership approaches (Hazy et al., 2007; 
Marion & Uhl-Bien, 2001; Plowman & Duchon, 2008; Schneider & Somers, 2006). As a result, 
Lichtenstein et al. (2006) argue that we must progress to new perspectives that consider and 
address the complex adaptive needs of organizations. The postmodern lens applied to higher 
education encourages leaders to engage in healthy tensions as differences can help to construct a 
more innovative and creative entity that promotes diversity (Bess & Dee, 2008). This perspective 
shifts away from the traditional view of leadership as a simple, linear, and centralized method 
and moves towards a view of embracing complexity and its interplay of interacting and 
entangled forces. Rather than applying frameworks that reduce or attempt to eliminate 
complexity, postmodern scholars use a different lens to highlight what was traditionally hidden 
or marginalized (Bess & Dee, 2008). In this section, I apply this postmodern lens as a faculty 
member to the leadership approach to change for addressing the problem of practice.  
 37 
Complexity Leadership Theory  
Marion (2008) defines complexity theory as “the study of the dynamic behaviors of 
complexly interacting, interdependent, and adaptive agents under conditions of internal and 
external pressure” (p. 3). When organizations must adapt as a result of the inherent complexity, 
leadership actions must involve “tension, conflicting, creativity, uncertainty and, for many, 
stress” (Uhl-Bien & Arena, 2018, p. 101). According to Ashby (1960), complexity is necessary 
to defeat complexity. A blending of leadership and complexity theory has led to the emergence 
of Uhl-Bien et al. (2007) complexity leadership theory, which is defined as, “a leadership 
paradigm that focuses on enabling the learning, creative, and adaptive capacity of complex 
adaptive systems within a context of knowledge-producing organizations” (p. 298). Figure 3 
illustrates complexity leadership theory and its three elements: adaptive, enabling, and 
administrative leadership. 
Figure 3 
Uhl-Bien et al.’s (2007) Complexity Leadership Theory 
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While complexity leadership theory’s three approaches may appear contradictory and 
paradoxical, Fairhurst et al. (2016) suggest that “as society grows more complex, paradox is and 
will continue to be a phenomenon that crosses all aspects of organizational life” (p. 180). 
Complex leadership theory explores how enabling leaders can interact with the administrative 
structures within an organization to coordinate complex dynamics and increase organizational 
flexibility (Marion & Uhl-Bien, 2007). Uhl-Bien and Arena (2018) assert that complexity 
leadership theory addresses organizational adaptability. This shared leadership theory assumes a 
hierarchical structure in which the organization is operating. Thus, Bayview College’s 
bureaucratic structures are not resisted, rather they are embraced within the leadership 
framework. Rather than solely viewing leadership as a position, complexity leadership theory 
also views it as a complex interplay involving an emergent and interactive dynamic (Uhl-Bien et 
al., 2007). In addition to organizations, the framework has also been applied to health 
professions, such as within the nursing context (Uhl-Bien et al., 2020). 
The complexity leadership theory serves as the leadership framework that underpins this 
Organizational Improvement Plan. I focus on adaptive and enabling leadership given my role as 
a faculty member; however, I discuss opportunities for administrative leadership to actualize the 
shared vision. 
Adaptive Leadership 
Within the context of today’s dynamic and demanding environments, a critical leadership 
challenge to be addressed is the need to siutate and enable organizations and people for 
adaptability (Uhl-Bien & Arena, 2018). Essentially, organizations have to disrupt or be disrupted 
(Sasse, 2019). Baltacı and Balcı (2017) assert that “Adaptive leadership is an interactive effort 
entailed by complex systems designed to cope with uncertainty besides learning new conditions 
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through creative thinking and resonating with new conditions” (p. 40). It refers to the dynamic 
and informal interactions that influence local behaviours and are foundational for adaptive, 
innovative change activities (Uhl-Bien et al., 2007).  
Heifetz (1994) and Heifetz and Laurie (1997) offer specific adaptive leadership 
behaviours that can empower others to address challenges that arise and navigate through an 
unknown territory. As an adaptive leader, I must first get on the balcony to appreciate the 
complexity of the issue. The PESTE analysis presented in Chapter 1 highlights patterns and 
trends emerging within the context of Bayview College, higher education, and dental hygiene 
practice. I need to consider small changes within the environment because they could have 
monumental impacts on the dental hygiene program. This phenomenon is sometimes referred to 
as the ‘butterfly effect’ after meteorologist Lorenz’s (1963) claim that a butterfly’s flapping 
wings in one region of the world, causing slight changes to the initial conditions of a system, 
could lead to large-scale changes in weather patterns in other regions (Maguire et al., 2006).  
Following this first essential step in adaptive leadership, leaders should then help to 
regulate distress, maintain disciplined attention, give the work back to the people, and protect the 
voices of those who may be marginalized or lower in status (Heifetz, 1994; Heifetz & Laurie, 
1997). These practices are integrated throughout the Organizational Improvement Plan. 
Enabling Leadership 
According to Lichtenstein et al. (2006), “leadership is an emergent event, an outcome of 
relational interactions among agents” (p. 2). Because the dynamics within organizations of a 
complex adaptive system are much too complex to be controlled or managed, Uhl-Bien et al. 
(2007) take the position that leaders enable, rather than design, complex contexts in which 
creativity, adaptability, and learning is optimized. Enabling leadership plays a prominent role in 
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facilitating conditions for complex adaptive systems to engage in problem-solving and 
innovation. It operates at the interface of adaptive leadership and the bureaucratic structures 
associated with administrative leadership (Uhl-Bien et al., 2007). This type of leadership 
manages this entanglement through a range of mechanisms.  
Uhl-Bien and Arena (2019) call for scholars and practitioners to recognize enabling 
leadership as an essential component for organizational adaptability. This leadership approach 
helps to maintain and protect the adaptive space that sustains linkages and keeps agents 
energized (Arena et al., 2017). Uhl-Bien (2007) as well as Uhl-Bien and Marion (2009) offer 
suggestions for such mechanisms, or enabling conditions, that foster this envisioned future state. 
For example, as a leader, I can enable team members within the dental hygiene program to 
interact dynamically during meetings and informal interactions. I can promote diverse 
knowledge and skills, worldviews, preferences, and values to introduce rich and varied 
information into informal interactions and problem-solving dynamics. To facilitate enabling 
leadership, I can embrace uncertainty and generate controversy with the existing organizational 
patterns. I can generate tension that is not focused on a particular end goal as this approach can 
help foster creative thinking (McKelvey, 2008).  
Administrative Leadership 
Administrative leadership refers to the traditional interactions, managerial form, and 
bureaucratic structures of the organization that are designed for efficacy and control of activities 
(Uhl-Bien et al., 2007). More recently, Uhl-Bien and Arena (2018) suggest that the label 
“administrative leadership” is problematic when it is confused with administrative roles. The 
authors offer a more appropriate label, operational leadership, and describe it as the formal 
systems, structures and processes for performance and efficiency. These systems, structures, and 
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policies help to ensure the organization does not spin out of control can be designed in a way that 
does not suppress innovation or adaptive dynamics.  
Within the context of complexity leadership theory, administrative leadership differs 
across and within hierarchical structures of organizations (Baltacı & Balcı, 2017). My direct 
superior, the academic chair, has responsibilities related to planning and coordinating 
departmental activities, supplying resources for carrying out these activities, and regulating 
departmental structures. As a faculty member without positional power, I can collaborate with 
the chair to leverage administrative leadership and catalyze the conditions for the department to 
thrive and achieve fitness with its environment. I can help facilitate the flow of information, 
knowledge, and creativity to others within the organizational hierarchy. 
While Bayview College operates predominately in a bureaucratic structure, Uhl-Bien et 
al. (2007) emphasize that dynamics within organizations are far too complex to be managed and 
controlled solely from top-down methods. In addition, the complexity leadership approach must 
align with the complexities in the organizational landscape and my personal lens and agency as a 
faculty member. As such, complexity leadership theory is a suitable choice for this change plan. 
Framework for Leading the Change Process 
Kezar (2018) suggests that the lack of understanding of change processes can derail the 
change effort. Therefore, I examine the type of change needed to address the problem of practice 
and then present a framework for leading change informed by this analysis.  
Framing Organizational Change 
Nadler and Tushman (1989) offer a diagnostic model that helps to identify appropriate 
organizational change.  Their four classes of change include: 1) tuning, which is incremental 
change that occurs in anticipation of an event; 2) adaptation, also referring to incremental change 
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but occurs in response to an external event; 3) reorientation, which is considered a strategic 
change in advance of an anticipated external event requiring change; and 4) re-creation, referring 
to strategic change forced on by external events that threaten the organization’s survival (Nadler 
& Tushman, 1989).   
Reorientation, or “frame bending”, involves a strategic approach that is more proactive 
and less intense than a strategic reactive change, referred to as “frame breaking”. Reactive 
change requires a substantial amount of activity in a short time frame (Nadler & Tushman, 
1989). Often, frame breaking methods associated with re-creation and radical change do not 
allow adequate time to prepare teams for change and there is less room for error. It is important 
to note that strategic change is also considered to be more intense than the incremental change 
associated with Nadler and Tushman’s (1989) tuning and adaptation. However, incremental 
change will not be sufficient for the organization to adapt to the complexities associated with the 
dynamic and evolving landscape. 
A strategic and reorienting approach to change is required to effectively address the 
problem of practice at Bayview College. I have had sufficient time to consider the complexities 
arising in the environment, anticipate external events that may significantly affect the dental 
hygiene program at Bayview College, and reflect on the strengths and weaknesses associated 
with frame bending approaches to change. By investigating dental hygiene degree education, I 
see how the problem of practice requires a fundamental redirection from the current diploma 
program, but there is still a need for continuity and connection to the past. If change is not 
pursued at this time, the organization may need to engage in a reactive response because the 
external events could be so radical that they could threaten the existence of the dental hygiene 
program at the institution. For example, accrediting bodies and regulators may adopt 
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baccalaureate education as the entry-level requirement for the profession and educational 
institutions will have to initiate such a program. 
Kotter’s Eight-Step Model for Change 
A widely used and recognized organizational change model is Kotter’s (1996) eight-step 
process for change. Based on his experiences working with organizations, Kotter (1996) 
presented a staged framework to assist organizations in avoiding common errors when leading 
change. According to Kotter, the highly structured and linear sequence should be followed in 
sequential order and each stage may last a considerable amount of time. However, Kotter’s 
model has been criticized for not grounding his work in evidence (Appelbaum et al., 2012). In 
addition, Bankes (2011) argues that “direct actions taken based on assumptions of linear 
relationships and simple causal models are prone to produce unintended side effects” (p. 571). 
Kotter’s approach conflicts with the leadership and theoretical lens woven throughout this plan. 
The complexity frame suggests systems cannot be controlled in a manner that forces it to 
follow linear routes. This lens allows us to see complex organizational behaviour that is 
nonlinear, emergent, interdependent, dynamic, and unpredictable (Marion, 2008). As such, I 
subsequently explore a nonlinear change model to ensure a continuous theoretical thread. 
Plan-Do-Study-Act Cycle 
In contrast to the linear, highly structured model proposed by Kotter (1996), the Plan-Do-
Study-Act (PDSA) model is a cyclical framework (see Figure 4) that focuses on the continual 
evaluation and reflection of s change initiative and promotes trial-and-learning methodology. It 
was developed by Walter Shewhart and Edward Deming for the purpose of continuous 
organizational improvement (Taylor et al., 2014). Initially applied in the manufacturing sector, 
the PDSA cycle is being adopted within postsecondary settings (Gazza, 2015). While the PDSA 
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cycle can be associated with positivist science, it is linked to Dewey’s pragmatism (Major & 
Major, 2011). Similarly, this contrasting paradigmatic dynamic is seen in complexity leadership 
theory where adaptive and enabling leadership emerge within the constraints of administrative 
leadership. Rather than seeing differences as opposing, I consider the two approaches to be 
complementary. Both are often necessary to address the needs of stability and innovation in 




Note. Adapted from “Evolution of the PDCA cycle” by R. Moen, & C. Norman, 2006. 
Consistent with the scientific method, the PDSA cycle infers that change is achieved 
through understanding systems, recognizing internal and external forces, developing theories, 
and using predictions to anticipate the outcomes of actions (Cleary, 1995; Moen & Norman, 
2010). Whereas the pragmatic lens highlights the cycle’s encouragement of implementing small-
scale and iterative solutions that enable quick assessment of feedback and required adaptation 
(Taylor et al., 2014). From a complexity frame, this space for reflection and adaptation is ideal. It 
allows for the dental hygiene team to explore possibilities and alternative strategies to adjust the 
change initiative and to the evolving environmental conditions. As articulated by Mitleton-Kelly 
(2003), “any strategy can only be optimum under certain conditions, and when those conditions 
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change, the strategy may no longer be optimal” (p. 36). Weick (1979) also highlights the 
importance of organizations to engage in both flexibility and stability.  
As illustrated in Figure 4, the PDSA cycle begins with a planning phase. Next, the change 
initiative progresses to action as a result of the learning and cultivation of new knowledge 
acquired throughout each stage in the cycle (Reed & Card, 2015). I briefly describe each of the 
four phases within the Plan-Do-Study-Act cycle and apply it to the problem of practice.  
Plan 
During the Plan stage, a problem is identified within the organization. Once recognized, it 
can undergo in-depth analyses of potential causes and considers the organizational context 
(Donnelly & Kirk, 2015). Chapter 1 of this Organizational Improvement Plan was entrenched in 
these processes. After the relevant information has been analyzed from multiple perspectives, a 
plan is formulated with a solution to address the problem (Taylor et al., 2014). These latter 
processes align with Chapter 2 where I present the leadership approaches, models, and solutions. 
From a complexity lens where strategic planning and prediction is considered to be futile 
(Stacey, 1995), a prediction of the future is replaced by a goal of anticipation of multiple 
potential future states. Lempert et al. (2002) suggest that robust strategies that can adapt to 
evolving contexts and circumstances replace the notion of one optimal strategy.  
Do 
This stage concentrates on the implementation of the change plan. The small-scale 
implementation allows change teams to assess the effects and unintended consequences of each 
activity. The change team is tasked with tracking feedback from sources so that they can be 
documented and analyzed (Cleary, 1995). Yet, this change is not considered permanent, which 
may be more palatable to the organization. Chapter 3 outlines the implementation plan. 
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Study 
During the Study stage, the effects of the change activities are considered based on the 
locally derived evidence and observations. The analysis of feedback is critical. Negative 
feedback tends to have a dampening or buffering influence on changes to maintain a stable state 
whereas positive feedback has an amplifying effect. The information gathered is compared to the 
anticipations made during the Plan phase, the means to enact change is evaluated and reflected 
upon (Donnelly & Kirk, 2015), and recommendations and adaptations are made to plan. The plan 
remains conceptualized as evolving. In Chapter 3, I describe monitoring and evaluation plan. 
Act 
During the Act phase of the cycle, the change activities are either adopted or abandoned. 
If adopted, leaders must ensure that the required supports are provided to ensure longevity of the 
change (Donnelly & Kirk, 2015). Alternatively, if change is abandoned, further reflection on its, 
effectiveness, relevancy, and unintended consequences of the plan is assessed is warranted. The 
cyclical visual representation of the framework emphasizes the iterative approach to change and 
points to the circular flow of learning and improvement (Moen & Norman, 2010). Cleary (1995) 
posits that “no improvement is ever ‘finished’, since systems can always be improved further” 
(p. 38). Even once the dental hygiene team generates a unified vision of the future, the 
environmental conditions will continue to evolve, and the academic program and organization 
should coevolve with it. Institutionalizing processes that support this adaptation will support 
Bayview College for the long term. 
This section outlined the framework for leading the change process and critical role of the 
PDSA model in address the problem of practice. Further application and integration is presented 
in the subsequent section and chapter. 
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Critical Organizational Analysis  
I now turn my attention to critically analyzing the “what” to change within the 
organization in order to address the problem of practice. I combine information from the change 
readiness assessment, organizational analysis, and body of research to describe the needed 
changes that frame the change path. 
Creating Readiness  
According to Spiro (2010), “you must be clear about where you are starting from in order 
to develop the best path from that point on” (p. 25). Relatedly, Weiner (2009) argues that 
organizational readiness for change is a critical precursor to the success of complex change 
initiatives within organizations. In Chapter 1 of this Organizational Improvement Plan, I applied 
Armenakis et al. (1999) five necessary factors (discrepancy, appropriateness, support, 
confidence, and valence) to determine Bayview College’s readiness for change. After completing 
this exercise, it became evident that there is a great amount of room for growth prior to 
embarking on a change initiative at the institution. Table 2 summarizes strategies that I will use 
to ready the dental hygiene team for change.  
Table 2 
Strategies for Readying the Organization 
Armenakis et al. (1999) Readiness Factor Strategy 
Discrepancy Communicating using information and education 
Appropriateness Incorporating a bottom-up approach to visioning 
Support Identifying and recruiting change champions 
Efficacy Using adaptive leadership to prepare agents for change 
Valence Communication about “what’s in it for me/us” 
 
A critical strategy is readying the organization is communication. This may involve 
relational approaches to leadership, interactive dynamics, and/or transforming exchanges. Bess 
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and Dee (2014) point out that more communication is not necessarily going to address issues 
related to differences, especially when there are paradigm divergences as a source of conflict in 
higher education. Paradigms are described as “deep-seated personal values about the essential 
human relations and life questions that drive beliefs and attitudes about practical issues, 
including work” (Bess & Dee, 2014, p. 43). 
While I recognize the need to communicate with the dental hygiene team about the gap 
between the current and envision future state to heighten their awareness for change, I can 
appreciate that faculty members have differences in underlying philosophical positions about 
reality and how we come to know about this reality. Bayview College predominantly operates 
under a functionalist paradigm where society is viewed as one with a real, concrete existence that 
is directed toward order and regulation (Burrell & Morgan, 1979). Higher education is arranged 
by these rigid hierarchical structures which lend themselves to efficient decision making and 
action (Bess & Dee, 2008). In addition, some organizational members ascribe to the interpretivist 
paradigm (Berger & Luckmann, 1966; Morgan & Smircich, 1980) to construct their own realities 
about the college and come to their own conclusions about organizational issues.  
When group members who differ in their paradigm standpoints communicate with each 
other, such as when I am working with the faculty to ready the organization for change, 
acknowledging and creatively embracing these differences can advance knowledge-generating 
capacity of the institution (Bess & Dee, 2014). Uhl-Bien and Ospina (2012) define a concept 
called “paradigm interplay”, which they view as a valuable and necessary approach to 
leadership. This interplay involves understanding different perspectives, engaging in respectful 
inquiry and conversations, and gaining new insights without giving up own worldview. 
Similarly, Olson and Eoyang (2001) describe the need to amplify differences and designing 
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transforming exchanges while also working for inclusion. Within the complexity leadership 
theory, Marion and Uhl-Bien (2011) highlight the need for enabling leaders to promote 
heterogeneity within aspects such as skills, worldviews, and preferences so that a dynamic 
exchange of multiple information sets is injected into problem-solving dynamics, fostering 
creativity. Therefore, in order to ready the dental hygiene program for change, space must be 
created to facilitate the emergence of differences in perspectives, ideas, and capabilities. I will 
further describe the communication plan and strategies to be used in Chapter 3. 
Frameworks to Analyze Organizational Dynamics 
In Chapter 1, I described the current state and the envisioned future state to highlight a 
gap within the organization. While there are many organizational change models that emphasize 
a gap analysis to identify what needs to change (Beckhard & Harris, 1987; Cawsey et al., 2016); 
this approach likely blurs and/or ignores the underlying complexities, connectionism, and 
interdependency. Stacey’s (1996) complexity theory and Olson and Eoyang’s (2001) conditions 
for self-organization are used as frameworks to analyze organizational dynamics. 
Stacey’s Complexity Theory 
Stacey (1996) put forward a range of propositions that take into account the complex 
realities of organizations. Rather than viewing change as a rational and simple procedure 
according to linear causality, Stacey sheds light on how organizations may not be responsive to 
order and managerial control. The propositions are summarized next. 
Feedback Loops. Feedback refers to the “reciprocal effect of one subsystem on another 
subsystem or larger system” (Zimmerman, 2011, p. 619). According to Stacey (1996), 
organizations have nonlinear feedback mechanisms that link to other individuals and 
organizations through comparable nonlinear feedback loops. Nonlinearity refers to small changes 
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that are associated with disproportionately large effects elsewhere within the system (Maguire et 
al., 2011). These mechanisms provide feedback in stable and unstable states of homeostatic, even 
at the point where chaos emerges. As a change agent, I will seek out feedback from internal and 
external stakeholders, such as faculty, students, and community members. I will be sensitive to 
initial conditions and minor changes in the system so that I can consider anticipatory adaptations.  
Organizational Paradoxes. Organizations are paradoxical (Stacey, 1996). These entities 
experience conflicting forces with a pull towards stability and another towards instability. Stacey 
(2003) defines a true paradox as “a state in which two diametrically opposing forces/ideas are 
simultaneously present, neither of which can ever be resolved or eliminated” (p. 11). Leana and 
Barry (2000) suggest that stability and change are simultaneous experiences defining 
organizational life. According to Stacey (1996), if organizations satisfy the strong forces for 
stabilization, they will become paralyzed from change processes, and yet, if they give in to forces 
for instability, they will disintegrate or spin out of control. Fitness for the dental hygiene 
program is finding the space that exists between stability and chaos. The status quo of the 
program represents stability; however, chaos could arise if the team abandoned the current dental 
hygiene diploma program and its accreditation status in search of an entirely different approach. 
Patterns. Short-term noise is characterized by irregular and discontinuous patterns, while 
long-term trends can be observed and identified (Stacey, 1996). These trends provide insight for 
leaders, although Stacey (1996) posits that organizations face an unpredictable future. Agents 
within the organization cannot control the long-term future through managerial procedures and 
structures. They are limited to acting in relation to the short term (Stacey, 1996). Long-term 
development is an emergent, self-organizing dynamic. Olson and Eoyang (2001) describe self-
organization as the “tendency of an open system to generate new structures and patterns based on 
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its own internal dynamics” (p. 10). Spontaneity within self-organization is the outcome of 
political interaction united with learning in groups (Stacey, 1996).  
While Bayview College directs many resources towards strategic planning about the 
future, the complexity lens facilitates the development of a goal of anticipation, with more than 
one possible future. I see my role as a change agent as one of enabling conditions for group 
learning and innovation. I look for opportunities to bring differences of perspectives and 
inclusiveness to group dynamics rather than maintain the status quo and group think bias. These 
richer connections can help foster creative problem solving so that the dental hygiene program at 
Bayview College adapts and co-evolves to reach a far-from-equilibrium state with its 
environment. The PDSA model provides a framework for effective monitoring and management 
of change that allows for flexibility and adaptation as agents move forward. 
Conditions for Self-Organization 
Complex adaptive systems offer insight into emerging patterns and the role of change 
agents in organizations who influence the evolution of innovative patterns (Olson & Eoyang, 
2001). Investigations about complex adaptive systems reveal that there are three conditions that 
influence and shape self-organizing patterns: container, significant differences, and transforming 
exchanges (Eoyang, 2001). Next, I describe these factors in detail. 
Container. The container, whether physical, organizational, or conceptual, sets a semi-
permeable boundary for self-organizing dynamics where change occurs (Olson & Eoyang, 
2001). This structure contains and holds together the parts of the system, allowing the system to 
progress forward. Olson and Eoyang (2001) describes the importance that this bounded space 
plays in determining the form and rate of emerging patterns. Examples of containers include 
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campuses, departments, professional identity, purposes, and budgets, and they are not mutually 
exclusive so agents can subscribe to more than one container at a time (Olson & Eoyang, 2001). 
The department which houses the dental hygiene program is an example of a container at 
Bayview College. Faculty, students, administration, and other staff are components of this 
container. Faculty in the dental hygiene program also share a professional identity. This identity, 
also a container, differs from the others within the department. 
Olson and Eoyang (2001) posit that one of the leader’s role is to set the container by 
“influencing the environment that shapes the behavior of a system” (p. 33). This may be 
achieved by setting a few specifications to empower agents to make decisions about how to 
proceed, distributing control to support agents in taking on responsibilities, generating a sense of 
urgency to speed up innovation, stretching boundaries to increase creativity and experimentation, 
shrinking boundaries when the rate of organizational change cannot be accommodated, and 
deciding what business the organization is in and which market to pursue (Olson & Eoyang, 
2001). By creating a large container, one slows down the change process as a result of the group 
energy being dispersed (Olson & Eoyang, 2001). Smaller containers help to increase the speed 
for new organization because of the concentrated focus. It is important for me as a leader to 
determine the appropriate size, structure, and key stakeholders to include in the container to 
catalyze risk taking, self-organization, and new possibilities emerge. This dynamic will facilitate 
the development of a shared vision of program adaption within the dental hygiene department. 
Significant Differences. Olson and Eoyang (2001) explain that significant differences 
“determine the primary patterns that emerge during self-organizing processes” (p. 13). 
Organizations encompass numerous significant differences, such as power, levels of expertise 
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and educational preparation, cost, and race, and each of these differences will shape the emergent 
patterns distinctively (Olson & Eoyang, 2001).  
Leaders should encourage and amplify diverse perspectives, rather than seek consensus, 
in early processes of change (Olson & Eoyang, 2001). This is because building consensus 
supresses creativity, self-organizing potential, and the impetus for change. Olson and Eoyang 
(2001) argue that “asymmetry allows for efficient growth and change” (p. 89). This highlights 
the need for the Organizational Improvement Plan to involve an appropriate mix of stakeholders 
who bring diverging views. To focus on the most important differences that shape productive 
patterns, leaders can explore contradictions and encourage different viewpoints, accept 
contention and adversity as they signal growth and learning, raise tough questions to inspire 
higher levels of performance, encourage workforce diversity, and understand significant 
differences in the external environment (Olson & Eoyang, 2001). Thus, my change plan must 
include containers with diverse perspectives, values, and beliefs. 
Transforming Exchanges. Olson & Eoyang (2001) posit that transforming exchanges 
are the third condition that form the emerging, self-organizing processes in complex systems. 
These exchanges involve a transfer of media, such as information, energy, or other resources, 
that connects system agents to each other (Eoyang, 2001; Olson & Eoyang, 2001). For example, 
through a face-to-face discussion with Bayview College faculty, I share information about dental 
hygiene practice acquired from external stakeholders. As a result of this exchange, they are 
transformed by the new information. Subsequently, a faculty member shares additional 
information obtained from another source and there is further transformation of the knowledge 
and system agents as a result of this exchange. The flow of resources from agent to another agent 
results in transformation in some way, ultimately leading to adaptation of overall system (Olson 
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& Eoyang, 2001). Transforming exchanges within a defined container that optimizes significant 
differences fosters an environment conducive to change and emergence in complex adaptive 
systems like Bayview College.  
In order to address the lack of a shared vision about the evolution of dental hygiene 
education at Bayview College, I must look towards fostering environmental conditions that 
enable creativity, problem solving, and innovation in complex environments, such as the current 
landscape in which Bayview College finds itself. In this safe space, a common mental model can 
emerge. Both models, Stacey’s (1996) propositions for complex realities and Olson and 
Eoyang’s (2001) conditions for self-organization offer strategies and conditions for this change 
plan. Appendix A provides a comparison of these models. I now explore specific solutions for 
addressing the problem of practice. 
Possible Solutions to Address the Problem of Practice 
As suggested by Buller (2015), the development of several ideas for change produces a 
better chance of sustainable success. On account of this, I explore three possible solutions to 
achieving the envisioned future state. The options are: 1) maintain the status quo, 2) apply a top-
down approach to visioning, and 3) use a bottom-up, collaborative approach to vision generation. 
For each option, I discuss required resources, benefits, and drawbacks. After this analysis, the 
preferred solution is selected, embraced, and used to inform the implementation plan. 
Option 1: Maintain the Status Quo 
Currently, a unified vision about the evolution of dental hygiene education at Bayview 
College does not exist. Although the environmental conditions point to the need for change, the 
institution could opt not to make a change at this time. The organizational inertia is sufficiently 
strong to continue on its current trajectory. Though, this option is one that does not address the 
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problem of practice. The lack of change is in itself a choice; however, as stated by Cawsey et al. 
(2016), “inaction and avoidance are no solution” (p. 24). 
Resource Needs 
This option would not require additional resources in terms of finances, faculty or staff 
time, or new information. The organization could maintain its practices and policies and preserve 
the organizational cultural. In the short-term, this option requires the least amount of effort.  
Benefits and Drawbacks 
On one hand, there are perceived benefits to maintaining the status quo. Buller (2015) 
highlights that organizations can become trapped in “action bias—the fallacy that it’s always 
better to be doing something rather than nothing” (p. 57). Given there has been so much change 
happening within higher education and healthcare delivery, especially with the repercussions of 
COVID-19, the team may appreciate maintaining the current state for a period of time.  
On the other hand, Cawsey et al. (2016) point out that preserving the status quo likely 
will not uphold or heighten an organization’s competitive advantage. The reputation of 
postsecondary institutions is essential (Manning, 2018). If the environmental conditions continue 
to change, Bayview College may not be a school of choice for many prospective students. For 
example, if Bayview College maintains the status quo while accreditation standards or entry-to-
practice requirements change for the dental hygiene profession, the organization’s student 
recruitment, ministry funding, and public confidence could be negatively affected. 
A drawback to not engaging in anticipatory, planned change is that the organization may 
be forced to engage in reactive change due to rapid, system-wide transformation. This frame 
breaking change is not ideal as it requires resources to overhaul the system. From the complexity 
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perspective organizations must continuously adapt (Brown & Eisenhardt, 1997). Organizations 
that can continually adapt and innovate have the requisite staying power (Voelpel et al., 2005). 
Option 2: Top-Down Visioning 
The next possible solution to my problem of practice involves a top-down approach to 
vision creation. And while I do not have positional power to implement such an option alone, I 
can use my expert and referent power to establish a need for change with the department chair 
who oversees the dental hygiene program. In turn, the chair uses her authority to prescribe to the 
team what the future vision will be. Jick (2003) refers to this approach to vision creation as 
leader-developed, where the leader creates the vision in isolation from others and then 
communicates it to the team. This top-down style of leaders is what Gronn (2010) considers to 
be familiar and appealing in our society, where the “heroic leader” identifies a problem and 
swoops in with a ready solution for implementation. Van Knippenberg and Stam (2014) describe 
visionary leadership as “the communication of a future image of a collective with the intention to 
persuade others to contribute to its realization” (p. 241).  
Resource Needs 
The resource needs for top-down change are greater than maintaining the status quo. The 
chair requires information to understand the contextual and environmental factors urging the 
need for change. From there, the chair requires time to develop the vision and communicate it to 
the team. The academic chair is not an oral health professional; thus, information resources are 
also needed to fully understand the context. Supporting policies and procedures would need to be 
developed. Additional time, energy, and financial resources would be required to implement the 
envisioned change, though, the amount would depend on the envisioned future state.  
Benefits and Drawbacks 
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Post-secondary educational institutions arranged by rigid, hierarchical structures lend 
themselves to efficient decision making and action (Bess & Dee, 2008). Furthermore, Kezar 
(2018) offers that “leaders often have the ability to mandate change, alter rewards structures, use 
devices such as strategic plans, refine mission and vision statements, and have other mechanisms 
to support change” (p. 136). These structures and processes support efficiency; a concept that 
Bayview College values. It can also help to reduce the perceived complexity of the situation. As 
a formal leader, the chair has access to resource levers necessary for this possible solution. 
Conversely, there are disadvantages to top-down implementation of visioning. There is 
growing awareness that no single individual can effectively lead acting alone (Crosby & Bryson, 
2005). For example, one of the laws of complex organizational management put forward by 
Richardson (2011) is that “decisions made by the many are often better than those made by a 
few” (p. 379). Decisions should be made after careful consideration of multiple perspectives 
(Richardson, 2011). Naturally, this fosters a richer understanding of a particular issue and 
creative thinking (Richardson, 2011).  
Ethical issues also arise with this approach. Kezar (2018) describes the overabundance of 
change initiatives from top-down approaches that serve managerial interests and have negative 
consequences for the remaining individuals in organizations. A greater examination about whose 
interests are served by change is needed, especially in higher education where “students’ 
interests should be the ultimate interest served through any change initiative because they are the 
primary beneficiaries and main focus of educational institutions” (Kezar, 2018, p. 29). 
The dental hygiene team at Bayview College is comprised of individuals with multiples 
views and perspectives about the future state of the organization. Their voices would not be 
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heard if Option 2 was adopted in isolation. In addition, it would have an impact on the 
organizational climate if individuals did not feel that their opinion mattered. 
Option 3: Bottom-Up Approach 
The third solution to my problem of practice involves a bottom-up approach to vision 
formation where I facilitate self-organizing processes and emergence. As an informal leader 
using adaptive and enabling leadership methods, I can create conditions which foster the creation 
of a vision that is common amongst the dental hygiene team. Therefore, outside of employee 
roles and responsibilities, I would strike a coalition focused on the development of a shared 
vision. Communication would be through informal processes, such as email, face-to-face 
conversations, and meetings during lunch and coffee breaks. 
Al-Abri and Al-Hashmi (2007) argue that when creating a common vision, large numbers 
of individuals within the organization must play an active role in drafting it. This approach also 
aligns with Jick’s (2003) description of the bottom-up approach to vision generation, a method 
which represents the collective interests of the individuals within the organization. Robertson 
(2007) examined how visioning formation occurs within a collaborative environment. Based on 
the author’s findings, adequate time should be dedicated to collaboration and getting to know 
one another, effective communication should be encouraged to build trust and relationships, 
individuals should strive to empathize and understand others’ perspectives, mechanisms to foster 
motivation and ownership should be integrated during negotiations towards a common vision, 
and a positive and supportive environment should be cultivated when developing a shared vision 
with a team. Culture may also play a role in vision creation, as Alavi and McCormmick (2004) 
contend that post-secondary institutions with high societal collectivism and a future-oriented 
culture are more effective at shared visions and mental models. 
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Resource Needs 
This option is the most time consuming and challenging when compared to the first two 
options because of the diverse and multiple views about the future state and the time constraints 
and limited capacity associated with staff that already have full workloads. For example, without 
top-down, administrative support, faculty would be required to maintain teaching responsibilities 
in addition to attending to this task. The participants would have existing resources available to 
them, such as email accounts, meeting spaces on the campus, and personal time outside of their 
employment responsibilities. New information will need to be sought out as the team engages in 
brainstorming and exploration of the complexities occurring in the broader environment.  
Benefits and Drawbacks 
Senge (2006) suggests that when employees within an organization share a common 
vision, they are contributing towards something meaningful and embedded within themselves. 
The shared vision has a much larger purpose and can positively affect individual’s relationships 
with one another and the overall organization. This can help to reduce or eliminate competition 
and distrust with organizational colleagues (Senge, 2006). 
From inclusion and equity perspective, Option 3 is the most appropriate. The adaptive 
leadership approach includes a critical stage where leaders are encouraged to protect voices from 
below (Heifetz, 1994; Heifetz et al., 2009). Adaptive leaders must listen and respect ideas of 
individuals who are underrepresented, marginalized, or disregarded in some way within the 
higher educational system. Their views may be drastically different from those in power and/or 
with higher “status” within the organization, and these views should be recognized. The team 
should become fully engaged in planning and decision-making. It also aligns with the 
organization’s vision, as innovation and enhanced learning experiences are valued. 
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While there are many strengths with this approach, there are also limitations to note. 
Option 3 has the greatest resource needs out of the three solutions. It also uses a method that is 
relatively unfamiliar to the dental hygiene team, as the organization resides within a functionalist 
bureaucratic state. Thus, a shift in the organizational culture is required for full engagement. 
Buy-in, support, and participation of the entire team are needed for this option to be successful. 
Ultimately, I do not have access to the necessary resources to facilitate the implementation phase 
in a way that would fully engage the team without increasing resistance. 
Analysis of Solutions 
When comparing top-down and bottom-up approaches to visioning, there are benefits and 
drawbacks to both. Table 3 illustrates an analysis of each of the solutions. While solely using a 
top-down approach to leadership may be most efficient in terms of time, information, and 
financial resources, it raises inclusion and equity concerns. The team members may also push 
back if they do not agree with the manager’s vision; thus, not truly having a shared vision 
amongst the team. While easiest, maintaining the status quo does not address the lack of a 
unified vision about the evolution of the dental hygiene program at Bayview College and cannot 
be considered a true solution. In addition, it is the riskiest; not adapting to environmental 
conditions could lead to a state where the program’s existence is threatened. The status quo must 
be challenged for adaptive change to emerge. 
Table 3 
Comparison of Options 
 
Option 1:  
Status Quo 
Option 2:  
Top Down 
Option 3:  
Bottom Up 
Resources Needed Most Favourable Moderately Favourable Least Favourable 
Benefits Least Favourable Moderately Favourable Most Favourable 
Consequences Least Favourable Most Favourable Moderately Favourable 
Team Acceptance Most Favourable Least Favourable Moderately Favourable 
Addresses the Problem Least Favourable Moderately Favourable Most Favourable 
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Based on the comparison of Table 3, Option 3 offers the greatest advantages. The 
literature also supports bottom-up leadership conditions in which self-organization and creativity 
are fostered. Unfortunately, time, information, and financial resources are greatest for this option 
and place a significant burden on employees. In order for bottom-up processes to be successful in 
this context, some administrative support and top-down leadership is necessary so that staff have 
the time, information, and financial resources to engage in vision-creation practices. In addition 
to vision formation, management must be prepared to support the vision, organizational learning, 
and change management, by providing resources, such as financial, human, and time (Al-Abri & 
Al-Hashmi, 2007; Roberts et al., 2018). While bottom-up approach is preferred, Uhl-Bien et al. 
(2007) assert that “one cannot disentangle bureaucracy from [complex adaptive systems]” (p. 
305). Similarly, Marion and Uhl-Bien (2011) argue that “bureaucracy is inevitable and 
pervasive” (p. 391) and these considerations impact the feasibility of Option 3. 
Emergence of Option 4: Hybrid Approach 
Rather than seeing Option 2 and Option 3 as opposing leadership approaches, they can be 
interpreted as complementary. Through the analysis a fourth solution, a hybrid approach of top-
down and bottom-up leadership, begins to emerge. According to Marion and Uhl-Bien (2011), 
“bureaucracy and complexity coexist effectively when those in positions of authority 
acknowledge the existence and importance of complexity dynamics, and supplement their roles 
with enabling behaviours” (p. 391). Option 2 aligns with administrative leadership in the 
complexity leadership theory framework, while Option 3 fosters enabling leadership. Both 
leadership approaches can coexist and are necessary for addressing complexity. The managerial 
structures (administrative leadership) at Bayview College must be supportive and provide 
resources to foster bottom-up vision creation. 
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Option 4 involves an appreciative inquiry initiative to foster the development of a shared 
vision. Appreciative inquiry is a strengths-based approach to creating positive change and is 
based on the belief that “every organization has something that works well, and those strengths 
can be the starting point creating positive change” (Cooperrider et al., 2008, p. 3). Organizations 
are comprised of individuals and appreciative inquiry engages these individuals and other 
stakeholders to determine possible futures and create a new reality. Appreciative inquiry believes 
that these individuals and groups have important voices that should be heard. 
Resource Needs 
To facilitate a truly hybrid approach to addressing the problem of practice, I will lead the 
development of a unified vision for dental hygiene education at Bayview College through an 
appreciative inquiry initiative, integrating adaptive and enabling leadership among the dental 
hygiene stakeholders and seek out administrative support from the academic chair. This will 
allow for participants to be compensated and/or released from other work obligations to attend to 
the visioning activities, meeting space and scholarly information resources will be provided by 
the college, and opportunities for stakeholder engagement will be achieved with the college 
community members. Having administrative support from the beginning will increase buy-in and 
will help facilitate the actualization of the vision in future strategic planning processes. 
Benefits and Drawbacks 
With the higher educational context, Kezar (2018) describes shared leadership as an 
intentional integration of top-down and bottom-up approaches to long-term change efforts. This 
shared leadership approach can add greater legitimacy and credibility for the academic, who is in 
a position of power, compared to her acting unilaterally. For informal leaders without positions 
of authority, shared leadership helps to “improve their chances of institutionalizing important 
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changes they are interested in implementing because they can gradually gain access to the levers 
available to top-down leaderships such as reward structures and budgets” (Kezar, 2018, p. 149). 
A potential drawback is that by engaging in this initiative, resources may need to be drawn from 
other priority issues within the college that would receive less attention as a result. 
Selection of Preferred Option 
Considering the results of this analysis, the solution that will be embraced for this 
Organizational Improvement Plan is Option 4: Hybrid Model which integrates aspects of 
administrative leadership in Option 2 and adaptive and enabling leadership in Option 3. While 
Option 3 will play a dominant role in this change initiative through bottom-up self-organizing 
and emergent dynamics, there are aspects from Option 2 that will facilitate the implementation. 
For example, managerial support in the form of a change champion will be adopted from Option 
2. The preferred solution involves the academic chair providing the necessary time, financial, 
and human resources to facilitate the bottom-up approach to visioning, acting as the liaison with 
higher administration, and helping to ensure that the selected vision becomes operationalized 
within the organization. A combination of top-down and bottom-up approaches recognizes the 
need for creative, emergent solutions while functioning within a bureaucratic structure. 
Integrating the Solution within the PDSA Cycle 
Earlier in this chapter, the PDSA cycle was introduced and selected as the model selected 
for leading change. Now that the solution has also been chosen, I will embed it within the PDSA 
model to outline the implementation and evaluation plans presented in Chapter 3. For the 
planning stage, I use appreciative inquiry as a strategy to guide the change initiative. 
Similar to the PDSA cycle, appreciative inquiry embraces ongoing reflection for change 
initiatives (Cawsey et al., 2016). The postmodern lens and the concept of appreciative inquiry 
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drastically challenges traditional organizational theory and thinking (Lewis et al., 2016). Lewis 
et al. (2016) explain that individuals within organizational life “respond to external and internal 
organizational influences and they influence the nature of reality through their behaviour” (p. 
37). Cooperrider and Whitney (1998) argue that by framing things optimistically and seeing the 
best in everything, positive energy and a commitment to improve is embraced. Accordingly, the 
emphasis for organizational change is not about finding problems and failings. Rather, it is on 
organizational strengths, successes, opportunities, and innovations (Kadi-Hanifi et al., 2014). 
The dental hygiene program at Bayview College has many strengths. It has maintained 
program accreditation, high success rates on the national board examination, and remains a 
highly competitive program for prospective students. Key performance indicators demonstrate 
student and employer satisfaction (Ontario Ministry of Colleges and Universities, 2018). Staff 
are highly valued and contribute to the organization’s positive reputation. There is an opportunity 
to build on these strengths to maintains this reputation and flourish in the changing landscape. 
Appreciative inquiry involves a 4D framework: discover, dream, design, and destiny 
(Cooperrider et al., 2008). This model has been adapted to include a fifth phase, define, which I 
will apply initially to outline the change plan’s objectives and focus. Discovery refers to 
reflecting on strengths, dream involves identifying potential aspirations for a future state, design 
directs attention to actions that fulfil this dream, and destiny champions the actions from the 
previous phases and moves them forward. Therefore, in the planning stage of the PDSA cycle, I 
will plan for activities, conditions, and behaviours that will foster discovery, dreaming, 
designing, and destiny among the dental hygiene team.  
In summary, this section explored four potential options for addressing the problem of 
practice. After a comprehensive analysis, a hybrid approach of top-down and bottom-up 
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leadership will be applied to an appreciative inquiry initiative. The PDSA cycle serves as a 
valuable model for leading this change process. 
Leadership Ethics and Organizational Change 
Kezar (2018) emphasizes the role of ethics as a primary consideration for change agents. 
Educational leadership, particularly in the community college setting, has been referred to as an 
ethical enterprise where leaders frequently confront and are confronted with complex and 
dynamic ethical challenges (Hellmich, 2007; Nevarez & Wood, 2010; Vaughan, 1992; Wood & 
Hilton, 2012). To better understand and appreciate the complexities of post-secondary 
institutions, Bess and Dee (2008) assert that it is important to consider them from multiple 
paradigm perspectives. The use of various ethical lens complements and enriches each one 
(Starratt, 1991, 1996). Thus, I will apply Wood and Hilton’s (2012) five ethical paradigm model 
(ethics of justice, critique, care, profession, and local community) to analyze the complexities in 
the problem of practice and consider potential consequences resulting from the change initiative.  
Ethic of Care 
According to Ehrich et al. (2015), the ethic of care regards dignity and worth of people. It 
focuses on relational values such as trust, loyalty, belonging, self-worth, and self-efficacy 
(Shapiro & Stefkovich, 2005). Human relationships are positioned at the core of leadership 
where voices of others are heard and valued (Beck, 1992; Noddings, 1984; Shapiro & Gross, 
2013). Emergent views of relationships much differently than traditional approaches to 
leadership. For example, as an emergent leader, I see relationships as methods to expand power 
and capability of the entire system, rather than viewing them as sources of power to enable a 
leader to achieve their goals. Akin to Barnard’s (1968) position, I recognize the essence of 
organizations as being systems of cooperation. Furthermore, the complexity leadership theory 
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framework regards the dignity and worth of people by focusing on the collective (mesolevel) and 
the individual (microlevel), instead of solely focusing on the macro/meso level organizational 
issues, which is commonly adopted when using systems orientations (Schwandt, 2008). 
The ethic of care is integral to Bayview College’s vision. The learner-centred philosophy, 
emphasis on the delivery of quality education to students, and commitment to reconciliation 
highlight the organization’s caring nature towards people. As such, students and reconciliation 
remain high priorities for this organizational and change plan. 
Ethic of Justice 
While the ethic of care is relational-focused, the ethic of justice considers fair and 
equitable treatment of individuals and groups (Starratt, 1996). The ethic of justice focuses on 
rights, law, and policies and on concepts that include fairness, equality, and individual freedom. 
An ethic of justice requires a balance between the common good and individual rights (Langlois, 
2011). Bayview College’s highly formalized structure and culture lends itself to a range of 
policies that describe the expected behaviours of members within the institution. These policies 
are believed to promote fairness as everyone is treated equally.  
In addition to institutional policies, there are policies that mandate the dental hygiene 
program to meet national accreditation and provincial program standards. Graduates of the dental 
hygiene program must pass a national certification exam after graduation in order to be 
registered to practice as a dental hygienist in Canada. Complexity leadership theory encompasses 
administrative leadership, which uses the ethic of justice to inform decision making. Thus, the 
ethic of justice has a role in ensuring the organization does not “spin out of control”. 
Organizational justice as a meta-framework that encompasses procedural justice, 
distributive justice, and interactional justice (Kezar, 2018). Procedural justice relates to 
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employees’ perception about organizational processes being fair, honest, consistent, accurate, 
and ethical. Distributive justice refers to employees perceiving outcomes as fair. Interactional 
justice emphasizes employees’ perception about interpersonal treatment received during the 
enactment of organizational procedures. Kezar (2018) argues that all three forms are critical for 
fostering change towards a more ethical orientation. 
Ethic of Critique 
The ethic of critique draws insight from critical theorists and is concerned with the 
interests and needs of underrepresented and underserved groups in education (Wood & Nevarez, 
2014). This concept considers social injustices or exploitation that many have resulted from laws 
or organizational structures. Postmodernists criticize the traditional views of leadership and 
suggest that by giving managers power to facilitate a simple and rational organization, it 
reinforces the domination of managers who use that power (Bess & Dee, 2008).  
Traditional views of leadership present ethical challenges because it involves a specific 
person intentionally exerts influence over others, often subordinates, to achieve a predetermined 
goal. The traditional approach to leadership uses language as a mechanism for control and 
direction, to achieve compliance, and to sell their own vision to their followers (Plowman & 
Duchon, 2008), According to Plowman and Duchon (2008), “understanding is better achieved 
when many voices are heard, not just the voice of the leader” (p. 148). It is important to give 
voices to and seek participation from underrepresented and silenced groups, such as students, 
community members, and other clients served and/or impacted by the dental hygiene program. 
As a female-dominated profession (Canadian Institute on Health Information, 2020), 
relevant issues to dental hygiene include professional dominance from dentistry, gender 
relations, and division of labour (Brownstone, 1999). The achievement of higher education may 
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help address these power relations. For example, research suggests that baccalaureate graduates 
are more likely to work in settings outside of private practice (Kanji & Laronde, 2018). While 
this can help improve access to oral healthcare for those who do not have access to the traditional 
dental office model, it can also increase job opportunities for dental hygienists in alternative 
settings, such as in public health agencies, hospitals, and educational institutions. In addition, 
higher education may lead to greater professional recognition from professionals and the public. 
Ethic of Profession 
The ethic of profession integrates the other three ethical paradigms and considers moral 
aspects unique to a profession (Shapiro & Stefkovich, 2005, 2013). One of the characteristics of 
a profession is the existence of a professional culture; a “sense of community” that is nurtured 
and maintained through the actions of the profession's organizations (Brownstone, 1999; 
Matthews, 2012). Dental hygienists have not only learned specific knowledge and skills, but 
have also acquired certain values, attitudes, and norms that define the profession. 
Professional codes of ethics act as guideposts for the profession by describing their ideal 
image and character (Lebacqz, 1985; Nash, 1996). The Canadian Dental Hygienists 
Association’s (2012) code of ethics provides a common framework for dental hygienists in 
Canada. It can be applied to various practice settings and integrated within other codes and 
practice standards for the profession. The ethical principles, beneficence, autonomy, integrity, 
accountability, confidentiality, inform decision making and practice, particularly in situations 
where other practice standards are insufficient, and when values are in tension. As a dental 
hygienist, I highly value the ethical principle of beneficence; a moral integrity to do good for 
others. By embracing a combination of top-down and bottom-up leadership approaches, the 
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change initiative will promote the good of the dental hygiene program, organization, and broader 
college community. 
Ethic of Local Community 
In addition to the aforementioned ethical paradigms, Wood and Hilton (2012) argue that 
community college leaders should also apply the concept of ethic of local community. This fifth 
concept, which is distinct yet interrelated to the others, emerged as a result of widely accepted 
notion that community colleges have obligations to serve local community needs. This concept is 
grounded in utilitarian, communitarian, and consequentialist principles as decision-making 
processes are focused on outcomes that serve community interests (Wood & Hilton, 2012).  
Community colleges in Ontario were founded as a means to support community and 
economic development (Ontario Department of Education, 1967). Today, this remains an 
important focus for Bayview College. For example, one of the mandates of the board of 
governors is to be accountable to a range of stakeholders including the broader community. Each 
program within the institution has a program advisory committee comprised of community 
partners and employers who help shape the curriculum and program delivery. Given the various 
interacting nodes associated, I will ensure to involve the broad college community in the change 
initiative so that their voices are heard and their interests are part of the common vision. 
Achieving Ethical Fitness 
Kezar (2018) proposes the concept of ethical fitness as a metaphor for change agents to 
participate in and employ ethical leadership practices. While leaders engage in change initiatives, 
it is important that they embrace mechanisms that enrich the ethics of change. As offered by 
Kezar (2018), I will incorporate the following in my leadership approaches to change to enhance 
my ethical fitness: soliciting broad stakeholder participation and input, sharing information and 
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providing full disclosure about change initiatives, fostering trust and open communication, 
recognizing diversity, cocreating change, and integrating organizational justice. 
Chapter Summary 
Chapter 2 examined the use of complexity leadership theory and Stacey’s complexity 
theory for leading change. A strategic frame bending change solution involving top-down and 
bottom-up approaches to vision generation was selected as the preferred option for addressing 
the problem of practice. Ethical considerations were also presented from multiple perspectives. 
The PDSA cycle and appreciative inquiry were introduced and will be expanded upon 
throughout the next chapter. In Chapter 3, I will outline the implementation, evaluation, and 
communication strategies for this change initiative. Next steps will also be considered.  
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Chapter 3: Implementation, Evaluation, and Communication 
The first two chapters of the Organizational Improvement Plan provided a detailed 
account of the problem of practice, organizational context, and viable options for ensuring 
organizational fitness and alignment with its environment. The changing landscape of dental 
hygiene practice and health professions education has created an opportunity for Bayview 
College to explore how its dental hygiene program will evolve to meet the changing societal 
needs and adapt for long-term sustainability. Through a complexity science lens, Chapter 2 
described and analyzed the framework and method for leading change and presented ethical 
considerations from a leadership perspective. In this last chapter, I outline the change 
implementation plan which integrates both top-down (administrative leadership) and bottom-up 
(adaptive leadership) approaches, methods for monitoring and evaluating effectiveness, and the 
communication plan. Next steps and future considerations are also explored.  
Change Implementation Plan 
This section outlines the goals and detailed plans for the appreciative inquiry initiative. In 
Chapter 2, I selected appreciative inquiry as the most appropriate strategy for addressing the 
problem of practice. I also presented Stacey’s (1996) complexity theory and Olson and Eoyang’s 
(2001) model as frameworks for leading this change initiative, and they will guide the 
implementation plan, complementing the use of the PDSA cycle.  
Goals and Strategy 
The overarching goal for the change initiative is to establish fitness between the dental 
hygiene program at Bayview College and its environment. Table 4 presents an outline of this 
initiative. During the upcoming academic year, appreciative inquiry will provide a collaborative,  
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Table 4 
Appreciative Inquiry (AI) Initiative 










• Strike a committee, develop terms of reference and team vision. 
• Determine “container” sizes and membership. 
• Develop communication plan for each container.  
9 Committee 
• Send out communication and invitation to identified stakeholders. 





• Participate in 2hr meeting to energize stakeholders about positive change, to discuss the purpose and 
vision of current initiative, and to explain underlying philosophy of appreciative inquiry. 
• Encourage participants to think about what is working well, what they value, and what might be. 
12-15 Committee 
Prepare for 2-day appreciative inquiry retreat by: 
o polling stakeholder availability, confirming meeting date, booking meeting space, catering 
o determine reimbursement for stakeholder attendance 
o developing meeting materials and interview guides 
Discovery 
16-18 Committee • Meet with participants to collect stories and shared experiences, and identify themes 
19 Committee 
• Analyze interview stories, prepare values inventory and a draft values statement. 




Day 1 of retreat: 
o Review appreciative inquiry philosophy, present interview analysis, propose draft values statement, 
and celebrate successes. 









Day 2 of retreat (afternoon): 
o Group discussions about how this envision future “can be” and intentions for making this a reality. 
o Identify participants to serve on “action group” to work on strategic planning and implementation. 
Destiny 21-40 Action group 
• Confirm action group composition and develop a plan to lead the realization of the desired future state. 
• Continuously engage stakeholders throughout the process. 
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strength-based approach that will facilitate the cocreation of a shared vision amongst 
stakeholders about how the dental hygiene program can coevolve with the changing landscape. 
This vision will inform planning initiatives for the upcoming five-year strategic planning cycle. 
The goals of the change plan can be broken down into short-, medium-, and long-term 
goals. The short-term goal of the change plan is to establish support from the academic chair, 
strike a committee, and raise awareness of changing conditions affecting dental hygiene practice 
and health professions education amongst stakeholders involved with the dental hygiene program 
at Bayview College. These actions are contained within the “Define” stage of appreciative 
inquiry and the goal will be achieved within the first four months of this initiative. Within six 
months, stakeholders will engage in the discovery, dream, and design phases of the appreciative 
inquiry cycle. The purpose is to foster conditions that catalyze interaction and interdependency, 
provoke tension, and foster adaptive leadership. By the end of the 2-day retreat, the goal is to co-
create a values statement for the program, a shared image of an envisioned future, and collective 
intention for making this future a reality. The long-term goal involves the integration of the 
unified vision within the organization’s five-year strategic plan.  
While the development of a shared vision involves dynamic and emergent processes, it is 
important to ensure that changes to the dental hygiene program will result in an improved 
situation for social and organizational actors. For example, the impact and consequences of 
program changes require monitoring of student and employer satisfaction, graduate employment 
and pass rates on licensure examinations, program accreditation status, and employee 
engagement. I expand on this issue in the Change Process Monitoring and Evaluation section. 
The underlying assumptions of appreciative inquiry and its use of positive psychology 
help to create conditions that will build momentum for this change initiate. Every organization 
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has aspects that work well (Cooperrider et al., 2008). The appreciative inquiry method begins 
with recognizing the strengths and what gives life to the organization. This focus supplies the 
foundation for energizing system agents and catalyzing positive change. By moving away from 
problems and deficits within the system, participants can discover “root causes of success and 
then build on these to create future successes” (Cockell & McArthur-Blair, 2020, p. 16). 
Organizational Priorities, Structure, and Strategic Alignment  
The change plan fits into the overall organizational strategy because Bayview College 
values its competitive advantage, meeting student and community needs, and ensuring academic 
excellence. The organization predominantly operates within a functionalist paradigm, and the 
complexity theory framework seeks out and allows for leadership to work within that formal 
structure. Complexity science also acknowledges that mechanisms and interactions are 
embedded within organizational context (Uhl-Bien et al., 2007) and that complex adaptive 
systems and leadership concepts are socially constructed within and from this context (Cilliers, 
1998; Hosking, 1988; Osborn et al., 2002, Uhl-Bien et al., 2007). As such, Bayview College’s 
context plays an integral role in all phases of this Organizational Improvement Plan. 
By using an appreciative inquiry approach, all stakeholder groups associated with the 
dental hygiene program at Bayview College, regardless of their position within the formal 
hierarchy, can engage in this change initiative as active participants. There is no requirement for 
the organization to change its formal structures. However, while the organizational chart 
presented in Chapter 1 (see Figure 1) acknowledges the formal management positions, it neglects 
to identify the informal leadership that emerges in the “spaces between”. To better illustrate 
leadership process at Bayview College, Figure 5 applies a complexity leadership lens to depict 
the role of formal structures, adaptive leadership involving change agents, and the broad 
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Figure 5 




Note. Adapted from “Facilitating organizational change” by E. E. Olson and G. H. Eoyang, 
2011, Information Age. 
 76 
network of the college community that continuously delivers dynamic feedback. The interaction 
and interdependency amongst agents foster conditions in which emergence, self-organization, 
and creative brainstorming can occur.  
Plan for Facilitating Change 
In Chapter 2, I selected and described Olson and Eoyang’s (2001) model for leading this 
change initiative. Within their model, there are three conditions that are recognized as 
influencing the speed, path, and outcomes of self-organizing processes in systems: the container, 
significant differences, and transforming exchanges. Table 5 applies these conditions to 
formulate leadership actions that I, as the change leader, can take to foster self-organizing 
processes. It is anticipated that the value from the reciprocal relations and mutual transformations 
of the newly created containers and transforming exchanges will extend beyond this 
Organizational Improvement Plan and positively impact future change initiatives. 
Stakeholder Engagement and Feedback 
Stacey (2012) describes organizations as “patterns of interactions between human beings 
and these patterns emerge in the interplay of the intentions, plans, choices and actions of all 
involved” (p. viii). While these interactions may not always be harmonious and they often 
involve conflict and competition, Stacey (2012) suggests that “without this paradox, there would 
be no transformation” (p. 27). Applying this perspective to my Organizational Improvement 
Plan, it is essential that I engage system agents, within and outside of the organization, in various 




Fostering Conditions for Self-Organization (Olson & Eoyang, 2001) 
Conditions Current State Proposed Changes Leadership Actions 
Container 
A loosely structured 
container with members 
directly involved with the 
dental hygiene program. 
Design diverse containers to facilitate self-
organizing processes: 
• a committee of change leaders for this 
change initiative 
• a larger container with change agents 
from the broader college community 
• Set minimum specifications of newly 
developed containers. These will 
evolve with input from participants. 
• Generate tension and sense of 
urgency through communication. 




• Weekly staff meetings 
• Biannual meetings 
with committee of 
community members 
Create opportunities and venues that would 
foster broad perspectives, informal 
dialogue, spontaneity, and improvisation. 
Use face-to-face interactions, 
teleconferences, and a 2-day retreat to 




Highly cohesive team that 
strives for consistency and 
calibration. This method 
is highly susceptible to 
group think bias and not 
conducive to emergence 
and self-organizing 
processes. 
Create containers that optimize significant 
differences, such as: 
• power 
• expertise and experiences 
• worldviews 
• roles, positions, and professional 
affiliations 
Through containers and transforming 
exchanges: 
• explore diversity, tough questions, 
and contraindications 
• complexify and amplify 
conversations 
• accept contention and adversity 
• consider new knowledge 
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reality. Table 6 presents an overview of the various feedback loops that will inform each stage of 
the process and potential concerns that may be raised.  
System agents bring in positive and negative feedback, both of which are valuable. Not 
only are these participants cocreating a vision of a future state, but their offerings will be 
integrated into all phases of implementation, monitoring, and evaluation. Recognizing that 
dynamic interactions consist of harmony and cooperation as well as conflict and competition, I 
anticipate that participants may identify concerns with this change initiative. Three of Kotter and 
Schlesinger’s (2008) methods for dealing with resistance will be used in the change plan: 
education and communication, participation and involvement, and facilitation and support. 
However, Shaw (2002) encourages leaders to allow meetings to build their own momentum 
“without driving them into a certain direction. Facilitation is to help meeting develop its own 
dynamic—not to hinder it” (p. 17). In situations where cynicism is observed, Bushe and Marshak 
(2014) suggest that interventions like appreciative inquiry offer a setting in which the socially 
constructed perceptions surface, can be investigated, and then new perceptions can be generated, 
affecting the groups thoughts and behaviours that follow. 
Stacey (2012) also offers a unique way of conceptualizing organizational life. He argues 
that leaders cannot control the future results or consequences, given that “the interplay of 
intentions, choices and actions will yield unexpected and undesired ‘outcomes’” (p. 106). While 
it may be tempting to try and control perceptions of resistance from the system agents in this 
change initiative, I anticipate that the containers and balance of significant differences will lead 
to transforming exchanges where solutions and strategies emerge from the dynamic interactions. 
Shaw (2002) and Stacey (2012) describe the importance of improvisation within social 
relations. Sense making emerges through dialogue and these meanings cannot be anticipated in 
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Table 6 













• Progress reports 
• Email 
• Meetings 
• Facilitate retreat 
• Memos  
• Meetings 
• 2-day retreat 
• Memos 
• Meetings 
• 2-day retreat 
Value 
• Top-down leadership  
• Access to required 
resources (financial, time, 
human) 
• Mentorship 
• Subject matter 
experts 
• Builds leadership 
capacity 
• Co-create reality 
• Present diverse perspectives 
• Become engaged, inspired 
• Identify issues 
• Co-create reality 
• Present diverse 
perspectives 
• Increased engagement 
• Identify issues  
Potential 
Concerns 
• May not support proposed 
change initiative 
• Resource capacity 
• Workload 
capacity 
• Workload capacity 
• Fear that valued components of 
program will be lost 
• Time commitment 







• Present analysis of changing 
landscape and compelling 
reasons for change 
• Explain value of proactive 
change and Bayview 
College’s opportunity to be 
on cutting edge of dental 
hygiene education in 
Ontario 
• Create a dynamic tension 
between organizational 
values and the changing 
environment 
• Explain that existing 
organizational resources 
will be maximized, such as 
email, intranet, library, 
meeting spaces, etc. 
Support: 
• Facilitate altered 
work assignments 
and release time 





• Present analysis of changing 
landscape and explain compelling 
reasons for change 
• Affirm that cherished aspects of 
curriculum will be retained 
• Describe potential for personal and 
professional growth 
Involvement: 
• Co-create shared vision of future 
• Encourage ownership of decisions 
Facilitation and Support: 
• Ensure altered work assignments and 
release time for participation 
• Allocate sufficient meeting time for 
explaining processes 
• Collaborate with Centre for Teaching 
and Learning for professional 
development opportunities 
Support: 
• Chair arranges financial 
resources available to 
reimburse participants for 
attendance at meetings 
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advance. Similarly, I am not able to fully predict issues that arise from the change 
implementation plan or hidden transcripts that emerge from local interactions. Though, a key 
resource that leaders have within organizations is the exercise of practical judgement (Stacey, 
2012). This context-specific practice involves a range of techniques including reflexive inquiry, 
widening and deepening communication, being sensitive to group dynamics, and spontaneity and 
improvisation (Stacey, 2012). Exercising this skill will assist with the coping of ambiguity and 
uncertainty that arise and the anxiety that it can generate. I have incorporated mentorship within 
the academic chair as practical judgement is a social process that develops through participation 
with others.  
The implementation plan provides a path forward for addressing the problem of practice. 
It outlines the goals, alignment with organizational priorities, and actions to be taken and by 
whom. In the following section, I present a plan for monitoring and evaluating the 
implementation. 
Change Process Monitoring and Evaluation 
This section outlines the monitoring and evaluation processes associated with the change 
plan. The PDSA cycle serves as the main framework, complemented by fundamental values of 
complexity science, for data collection and analysis of the Organizational Improvement Plan. As 
presented in Chapter 2, complexity leadership theory is comprised of adaptive, enabling, and 
administrative leadership approaches. I will apply adaptive and enabling leadership within PDSA 
Cycle #1 where the methods involve appreciative inquiry leading to the development of a shared 
vision about the evolution of the dental hygiene program at Bayview College. This product will 
be brought forward to the organizational and departmental strategic planning processes, PDSA 
Cycle #2, which will be guided by administrative leadership. 
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PDSA Cycle #1: Appreciative Inquiry 
Appreciative inquiry is both a theory and a mindset that emphasizes organizational assets 
and strengths while engaging in thought-provoking inquiry. It functions as an approach to 
analysis leading to organizational creativity (Watkins & Cooperrider, 2000). According to this 
framework, reality is socially constructed through words and conversation, thus, qualitative data 
will form the basis of the monitoring and evaluation phase of PDSA Cycle #1. 
Gauging Progress and Assessing Change 
According to Heifetz and Linsky (2017), adaptive challenges are particularly difficult to 
track because the process does not follow the traditional path associated with technical and linear 
change. Similarly, Higgs and Rowland (2005) advise that “complex phenomena do not lend 
themselves to linear and predictive models” (p. 125). This constant state of flux requires timely 
engagement, rapid feedback, and immediate access to relevant data. Essentially, there is a need 
to expand beyond the traditional reductionist approaches and to explore methods that align with 
the current context. Fortunately, developmental evaluation offers an approach to evaluation that 
has great utility in complex and innovative settings, exploratory phases, and for addressing issues 
in which organizational members are in conflict about how to proceed (Patton, 2011). 
Developmental evaluation captures participant stories and narratives in order to record an 
unfolding story that undergoes many forms of reflection, revisions, and interpretations. These 
types of activities are particularly challenging to monitor and evaluate as the goals are fluid, 
emergent, and changing. Given the real-time and ongoing feedback nature of data collection and 
reflexive practice, Patton (2011) recommends that developmental evaluators exhibit flexibility, 
agility, openness, and high tolerance for ambiguity. This iterative and complexity-informed 
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development process will be particularly useful for the current change initiative because of the 
constant state of flux at Bayview College and the need for timely access to data. 
The appreciative inquiry phase of this change plan will facilitate the emergence of a co-
created narrative about an envisioned future state at Bayview College. Table 4 outlines the 
various activities associated with this initiative. This phase will form the basis for the first PDSA 
cycle of the change plan. It focuses on facilitating self-organization and the emergence of 
developments about an envisioned future state of the dental hygiene program.  
The desired product generated in PDSA Cycle #1, a unified vision, will be measured in 
terms of tangible products, including a values statement and a vision description. Monitoring and 
analysis of the intervention will involve the committee observing participant interactions and 
engagement. The committee members, who serve as facilitators, adaptive leaders, and 
developmental evaluators, will use the qualitative data to find meaning from stories and 
observations collected through interviews, focus groups, and observations. Through the 2-day 
retreat, the committee will foster dialogue, creativity, and innovation through small and large 
group activities and watch for and interpret emerging patterns. This iterative process requires 
making sense of the information as it is being collected and responding in real time. While 
distinct from traditional evaluation methods, qualitative data provides rich information about the 
individual and shared experiences and visions of participants. Table 7 outlines the various data 
collection methods and predicted outcomes. The appreciative inquiry questions that will guide 
the dynamic process include: What gives life to Bayview College, and specifically, the dental 
hygiene program? (“Discovery”), What might be? (“Dream”), and How can this be? (“Design”). 
Patton (2011) explains that one niche for developmental evaluation is to facilitate 
exploration and generation of a program model that is subsequently evaluated using traditional   
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Table 7 
PDSA Cycle #1: Developmental Evaluation 
PDSA 
Phase 
Weeks Lead Target Methods for Data Collection and Analysis Predicted Outcome 
Plan 1-15 Committee 
 
− Arrangement of stakeholder meetings, 
interviews, and 2-day retreat 
− Scheduled meetings with 
stakeholders 
− Meeting materials and 
interview guides prepared 
Do 16-20 Committee Stakeholders 
− Semi-structured interviews 
− Participant observation 
− Focus groups 
− Exit survey 
− Collated stories 
− Shared values statement 
− Co-created desired future 
of the dental hygiene 
program 
− Translation of the vision 
into actionable statements 




Study 20 Committee Stakeholders 
Committee serves as developmental evaluators who: 
− Study conversations and observations 
− Engage in reflexive practice 
− Integrate and synthesize multiple and conflicting 
data sources to observe for emerging 
developments 
− Hold debrief meeting and prepare products in 
usable, written format for administration 
− Real-time adaptation to 
refine the implementation 
processes 
− Summary report describing 







− Exploration of ways to create the envisioned 
future 
− Development of a plan that 
will lead to the realization 
of the desired future state 
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evaluation methods. Accordingly, the shared vision that is produced as a product from the PDSA 
Cycle #1 will serve as the foundation for PDSA Cycle #2 where formative and summative 
evaluation methods will be used. In the next section, I will describe how the shared vision will be 
realized, brought to life, and integrated into business operations at Bayview College. 
PDSA Cycle #2: Strategic Plan 
PDSA Cycle #1 uses bottom-up, adaptive, and enabling leadership approaches to 
facilitate the development of a shared vision while PDSA Cycle #2 takes the developed product 
from the first cycle and integrates it within the organizational and departmental strategic 
planning initiatives. The relationship between PDSA Cycles is demonstrated in Figure 6.  
Figure 6 
Relationship Between PDSA Cycles 
 
Upon completion of the analysis of monitoring and evaluation of the appreciative inquiry 
initiative, the second PDSA cycle begins at the Plan phase. This phase is beyond this 
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Organizational Improvement Plan; however, a clear path is paved for the academic chair and 
formal leadership structures to operationalize the co-constructed vision of the future. 
This second phase of the change plan relies on top-down approaches, administrative 
leadership, and more traditional forms of monitoring and evaluation methods. Rather than 
viewing such oppositions as conflicting forces, Patton (2011) suggests that the concept of 
complementary pairs highlights the association between and necessity of the other. Appendix B 
further compares the data collection and analysis methods and opportunities from PDSA Cycle 
#1 and #2. While the PDSA Cycle #2 represents a longer-term plan involving operationalizing 
the shared vision, it should not be interpreted as being static. As discussed in previous sections, 
the landscape in higher education and dental hygiene is evolving, unpredictable, and ever-
changing; Thus, there is a need for Bayview College to remain flexible, adaptable, and agile. 
Within complex adaptive systems, there are numerous paradoxes. For example, there are 
tensions between “randomness and order, freedom and control, learning and unlearning, 
adaptation to the environment and construction of the environment” (Dooley, 1997, p. 78). Using 
the complexity leadership theory lens, I embrace these opposing yet complementary forces and 
see my role as navigating through the intersection of these opposing processes along the dynamic 
middle. Paradoxes emerge within this change plan, such as the presence of both change and 
stability, order and disorder, cooperation and competition, top-down and bottom-up leadership 
approaches, and developmental and traditional forms of evaluation (formative and summative). 
Patton (2011) refers to the space between the top-down and bottom-up processes as the muddled 
middle. Within this context, “the middle territory lies between the pure high-fidelity approach of 
top-down prescription that requires compliance monitoring and the bottom-up grassroots purity 
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of doing only what makes sense to the locals, embedded exclusively in local wisdom” (Patton, 
2011, p. 184). 
Similarly, the application of the PDSA cycles and appreciative inquiry framework within 
this Organizational Improvement Plan are complementary and essential components to achieving 
the desired goals and outcome. Figure 7 illustrates the entanglement between these two models. 
The complementary nature of the models as well as the monitoring and evaluation plan adds 
richness to the process that will contribute to overall success of this plan. 
Figure 7 
Appreciative Inquiry Embedded within PDSA Cycles 
PDSA 
Phase 
PDSA Cycle #1 PDSA Cycle #2 
 Aug Sept Oct Nov Dec Jan Feb → → → → → 
Plan Define         
Do 
   
Discovery: 
What gives life to 
Bayview College’s dental 
hygiene program? 
       
    Dream: 
What might 
be? 
       





       
Study 
Developmental Evaluation: 
Immediate and ongoing collection of feedback and 
adaptation 
Formative and Summative Evaluation 
Act 
     
Destiny: Organizational Strategic Planning 
Action group to develop the implementation, 
communication, and monitoring and evaluation 
plans for PDSA Cycle #2 
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Patton (2011) offers a framework for understanding the relationship between 
developmental evaluation and more traditional forms of evaluation. Rather than using two PDSA 
cycles, he presents a recurring adaptive cycle within the context of evaluation. As illustrated in 
Figure 8, Patton’s model takes the form of an infinity figure to signify its cyclical nature. While 
the infinity symbol is often used in mathematics, research suggests that the concept of infinity 
has complex and symbolic meanings for people. For example, children describe its many 
dimensions, as infinity is unfinished and continuously repeating while also changing (Singer & 
Voica, 2008). The four phases of Patton’s Evaluation and Adaptive Cycle are: reorganization, 
exploitation, conservation, and release. Reorganizing through exploration, creation, generation, 
and emergence represents the actions of the developmental evaluation, while exploitation and 
conservation form the traditional forms of evaluation: summative and formative. PDSA Cycle #2 
will focus on the formative evaluation (exploitation) and summative evaluation (conservation) 
where actions are focused on piloting, improving, strengthening, and establishing. 
Figure 8 
Evaluation and the Adaptive Cycle 
 
Note. Adapted from “Developmental evaluation: Applying complexity concepts to enhance 
innovation and use” by M. Q. Patton. Copyright 2011 by Guilford Press. 
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Gauging Progress and Assessing Change 
Scriven (1967) introduced a distinction between formative-summative evaluation in the 
context of educational curriculum. He argued that prior to testing or judging a curriculum for its 
ability to produce desired outcomes, it should undergo a period of improvement, refinement, and 
revision. By identifying implementation issues, making necessary adjustments, and then 
stabilizing the curriculum, one is preparing the curriculum for rigorous summative evaluation. 
Aligning with traditional forms of monitoring and evaluation processes, summative evaluation 
helps evaluators determine if the curriculum produces the predicted and desired outcomes. While 
the shared vision and curriculum changes to the dental hygiene program have yet to be 
determined, I have identified sources of formative and summative data collection methods that 
will form the basis of the monitoring and evaluation phase of this PDSA cycle. Appendix A 
outlines potential data sources for this phase of the change initiative; however, the timing and 
details of the data collection and analysis will be determined by the action group involved in the 
strategic planning process, which is beyond this Organizational Improvement Plan. 
Olson and Eoyang (2001) describe success within a complex adaptive system as the 
ability of agents and the environment to transform and co-evolve to match the changing 
circumstances. Formative evaluation methods will signal opportunities for implementation 
refinement program improvement based on feedback and issues identified. Summative 
evaluation methods will provide insight as to whether the program changes lead to the predicted 
outcome of organizational fitness with the changing landscape. But given the emergent and fluid 
structure of this change plan, the tools and methods are subject to change throughout the strategic 
planning processes and dependent on the type of vision created in PDSA Cycle #1. In the next 
section, I will outline the plan for building awareness of the need for change within the 
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organization and the strategy for communicating clearly with relevance to various audiences and 
stakeholders. 
This section outlines the monitoring and evaluation plan for the change process. This plan 
assesses the progress and effectiveness of the change initiative and can facilitate timely 
adaptations. Consistent and in alignment with the implementation and monitoring and evaluation 
plans, the communication plan is presented in the following section. 
Plan to Communicate the Need for Change and the Change Process 
In complexity-based organizations, communication is essential (Morrison, 2011). Lewis 
(2019) suggests that “organizations are socially constructed largely through the communicative 
interactions of internal and external stakeholders” (p. 6). With regards to education, Tierney 
(1989) asserts that the postmodern lens on curriculum focuses on the relationships of people 
involved in the process of development. Bayview College is rooted in relationships and 
communication with a range of actors, including governments, employers, community members, 
students, alumni, and employees. Consequently, stakeholder engagement is key to this change 
initiative. Not only do these stakeholders offer an abundance of information, but they also bring 
a range of accountabilities and demands, often divergent and conflicting, that continually change 
as circumstances evolve over time (Lewis, 2019). The complexity lens allows us to examine the 
implementation of this change plan in the context of stakeholder communications. In this section, 
I will present the communication plan and describe the vital role of feedback loops and 
stakeholder engagement in the change initiative. 
Building Awareness of the Need for Change 
In Chapter 2, I asserted that communication is critical for readying the organization for 
change. Relatedly, it also plays a vital role in building awareness of the need for change. 
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According to Lewis (2019), communication during organizational change can be grouped into 
three distinct processes: information dissemination, soliciting input, and socialization. 
Information dissemination through purposeful and formal processes is foundational in building 
awareness of the need for change at Bayview College. This action creates space for explaining 
the purpose and processes of the change initiative, increasing knowledge of stakeholders, and 
clarifying uncertainties and/or inaccuracies (Lewis, 2019). 
Kuhn and Jackson (2008) differentiate between the terms “knowledge” and “knowing”. 
They argue that knowledge is emergent, constantly evolving through interactions, and negotiated 
with stakeholders. In contrast, knowing relates to accomplishing problem solving. As such, I can 
help to build awareness by sharing information about the current landscape in dental hygiene 
education and practice as well as the need for this change initiative; however, there will be 
opportunity for stakeholders to add to the information and engage in interactions and 
negotiations that shape the shared knowledge base. These dynamic exchanges are where 
“knowledge about change is created and held, and where legitimacy for some knowledge is 
granted or denied” (Lewis, 2019, p. 69). In addition, this emergent knowledge will provide the 
foundation for “knowing”, where stakeholders will identify opportunities and aspirations for the 
dental hygiene program at Bayview College. 
To facilitate initial dialogue, the following messages will be used: 
• Dental hygiene practice is becoming increasingly complex. The aging population 
presents with complicated health conditions, there are new innovations and technologies 
in healthcare, professionals have obligations to progress towards reconciliation, cultural 
safety, and equity, and, while professional autonomy is expanding, a greater emphasis is 
also being placed on interprofessional collaboration and interpersonal relations. 
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• Research suggests that degree education is associated with positive outcomes such as an 
increased depth and breadth of knowledge, improved cognitive abilities related to 
research use and critical thinking, and increased confidence. However, Bayview College 
does not offer dental hygiene degree education. 
• Regulators define the competencies for entry into the profession. The competency 
framework and accreditation standards for dental hygiene education is being rolled out. 
Educational programs are to adapt to better reflect current and future practice needs. 
• Educational institutions play a critical role in preparing the next generation of dental 
hygienists with the knowledge, skills, values, and confidence to practice required to 
practice safely, ethically, and effectively in changing environments. 
A combination of formal and informal communication strategies will be used to deliver these 
messages in order to build awareness of the need for change in the dental hygiene program. A 
combination of written and verbal communication methods will be used by change leaders, with 
a strong emphasis on face-to-face interactions to facilitate a shared vision. Though, it is 
important to note that messages will not be uniform for all audiences as the content and method 
will be tailored for specific stakeholder groups. Next, I will outline the communication plan for 
all internal and external stakeholders. 
Tailoring Communication for Specific Groups 
The term stakeholder is defined as individuals and organizations that have a particular 
interest or stake in a situation or activity, and they may influence a strategic decision (Keele et 
al., 1987; Stefl & Tucker, 1994). Stakeholders, or agents as illustrated in Figure 5, may be 
internal or external to the institution. Eventually, all relevant stakeholders will come together to 
create transforming exchanges and dynamic interactions through the appreciative inquiry 
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initiative. However, initial dialogue will be targeted and tailored to specific groups based on their 
needs, values, roles, and relationship with Bayview College.  
While the composition of all internal and external stakeholder participants will evolve 
throughout the change initiative, I have proposed three main groups requiring tailored messages 
for building awareness of the need for change in order for the communication plan and change 
initiative to be successful. The stakeholders are grouped as follows: 1) the academic chair; 2) the 
committee leading this change initiative, and 3) the remaining internal and external stakeholders 
comprised of Bayview employees associated with the dental hygiene program, employers, 
community partners, students (prospective, current, and alumni), and others determined by the 
committee. The academic chair, representing administrative leadership in this change initiative, 
has access to power, resources, and communication networks that others within the dental 
hygiene team do not. The committee will be intimately involved with planning, implementing, 
and evaluating this change initiative, and remaining internal and external stakeholders play an 
important role in helping to shape the vision of the program. Next, I describe each group in 
greater detail. 
Chair of Health Studies 
The chosen solution for the problem of practice involves both bottom-up and top-down 
leadership. Thus, support from formal leadership is necessary. For example, to engage in the 
appreciative inquiry initiative, faculty will need to be released from some teaching 
responsibilities to attend to this task. Similarly, the external stakeholders are expected to give 
their time and expertise and are generally compensated by the college at an hourly meeting rate. 
The first stakeholder that I will approach as part of this communication plan is the 
academic chair. In order to build awareness and obtain support from the chair during the 
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planning phase of PDSA Cycle #1, I will align my communication messages with Bayview 
College’s mission, vision, and values (see Table 8). This alignment will help to obtain buy-in 
from administration within the organization, thus, facilitating the implementation of this change 
initiative and actualizing the shared vision. Through a face-to-face meeting and written proposal, 
I will explain how the current landscape in dental hygiene is changing and how this will impact 
higher education and the dental hygiene educational program at Bayview College. If the 
institution wants to maintain its competitiveness and learner-centred approach to delivering high 
quality education, there is a sense of urgency to adopt my proposed solution as it offers an 
effective and collaborative approach to sustain this preferred status. Information dissemination 
will also involve the clarification of roles, responsibilities, and appreciative inquiry activities 
planned for this change initiative. I anticipate that the chair will want to know answers to the 
following questions: What is the time frame of this change plan? What are the costs associated 
with the change plan? Who are the participants? How many interviews will be conducted? What 
communication vehicles will be used? How will logistics for the 2-day retreat be managed? As 
such, answers to these questions will be addressed in the written proposal and in person. 
As shown in Table 8, communication between me and the academic chair continues 
throughout each phase of the PDSA Cycle #1. This formal and structured approach to the 
communication plan aligns with administrative leadership, an essential element of the 
complexity leadership theory as well as the organizational processes established within Bayview 
College. Once the academic chair provides support and endorsement for the change plan, I will 
proceed with securing committee membership to formalize the appreciative inquiry initiative 
with the internal and external stakeholders.
 94 
Table 8 








To gain approval and 
secure resources for the 
change plan 
Strengthened congruence and 
alignment with organizational 
mission, vision, and values; 
enhancement of Bayview 
College’s competitiveness and 
institutional profile 
Mostly one-way knowledge 
dissemination through face-
to-face (synchronous) and 
written (asynchronous) 
vehicles 







To maintain open 
communication about the 
process 
Alignment with original plan 











To further develop 
leadership capacity 
Mentorship to foster practical 











To summarize the 
outcomes of the 
appreciative inquiry 
initiative 
Highlight action items to 
inform strategic planning in 




Once: at the close 




As the change leader for this change initiative, I believe that it is important to develop a 
container of change agents who will play a leadership role in making decisions, distributing 
responsibilities for the appreciative inquiry activities, and foster creativity and experimentation. 
Striking a committee integrates a bottom-up leadership approach that will support participatory 
and emergent conditions within the complexity leadership framework. Group composition will 
comprise of mostly internal stakeholders, such as those directly involved with the dental hygiene 
program and faculty from departments that have recently undergone curriculum and credential 
reform; however, some external members will be invited. I will present the initial terms of  
reference to the committee, providing opportunities for members to offer suggestions to edit the 
contents to better reflect the needs of the group and change initiative.  
Table 9 summarizes the communication plan for the committee. The planning phase of 
PDSA Cycle #1 involves recruitment of membership, participatory decision making on how to 
proceed, and supporting their leadership development as we plan for the appreciative inquiry 
activities. The committee members will take part in helping to build awareness of the need for 
change when communicating with other stakeholders. For example, during stakeholder meetings, 
the committee will disseminate information about the changing landscape in dental hygiene 
education, explain the process of the appreciative inquiry initiative and approach to change, and 
collect and assess reactions from stakeholders and adjust plan, as necessary. 
Internal and External Stakeholders 
Bayview College’s internal and external community are considered important 
participants who will be active change agents in this change initiative. The communication 
processes with stakeholders, highlighted in Table 10, will involve disseminating information to  
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Table 9 








To recruit and secure 
committee members 
Highlight opportunities related 
to leadership development, 
personal and professional 
growth, and ability to shape the 








To establish terms of 
reference, determine 
stakeholders of interest, and 
plan for events 
Participatory, while relating 










To support committee 
members in becoming 
facilitators for appreciative 
inquiry initiative 
Positive language used for 
stakeholder meeting agendas, 
interview guides, worksheets, 
and summary sheets 
Written; used for face-to-







To assess effectiveness of 
communication and 
celebrate accomplishments 
Encouragement of continual 
adaptation and reflective 
practice 
Ongoing adaptation in 
real-time; written progress 














To share information 
and build 
understanding about 




and trends requiring 
new approaches; 
urgency for change; 
opportunity to design 
future; potential for 
personal and 
professional growth 
Internal stakeholders: Mostly one-
way communication, electronic 
(asynchronous) and face-to-face 
(synchronous), repetitive messages 
Initial meeting in 
October 
External stakeholders: Mostly one-
way communication, electronic 
(asynchronous) and virtually 









participate in shaping 
the preferred future 
Highly dynamic, amplifying, two-




day retreat in 









Internal stakeholders: Mostly one-






External stakeholders: Mostly one-
way communication, electronic 




PDSA Cycle #2 
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build awareness of the need for change, as well as soliciting input through various channels and 
socialization at the two-day retreat. The communication processes create opportunities for 
stakeholders to become more engaged in the college processes, have a sense of ownership of the 
change, express feedback and ideas, clarify misunderstandings or inaccuracies, and participate in 
transforming exchanges that foster growth and development.  
Cockell and McArthur-Blair (2020) explain that “people are inspired by inquiring into the best of 
what is rather than demotivated by looking at what’s wrong” (p. 18). Therefore, positive 
discourse will guide the communication plan for both internal and external stakeholders. 
Cooperrider et al. (2008) describe a range of categories for such positive discourse, including 
positive valuing, hope towards future, openness, receptivity, learning, active connection, effort to 
reframe in positive terms, and envisioned ideal. I will work with the committee to determine the 
relevant stakeholders for this initiative, to engage in positive discourse, and foster transforming 
exchanges. 
Internal Stakeholders. Participants within the organization, such as faculty, staff, and 
students, represent the internal stakeholders. These groups have more frequent and direct contact 
with Bayview College compared to external stakeholders. For example, internal stakeholders 
have access to the intranet and servers, are embedded within the organizational chart, and will 
see immediate changes to their responsibilities and roles as a result of changes to the dental 
hygiene program. They are also exposed to more face-to-face interactions which is an effective 
mode to engage in dynamic and transforming exchanges. When building awareness of the need 
for change and soliciting input, it will be important to anticipate questions that may arise and 
proactively address them while disseminating information. Faculty and staff will want to 
understand how the change plan will affect their workload, when the change will occur, and if 
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there will be support during the change period. However, the messages will not focus on 
problems that need to be addressed or what is being lost. Instead, the committee and I will 
embrace positive framing of messages, in alignment with appreciative inquiry, to emphasize 
what could be of the dental hygiene program, how the participants can shape the future of the 
program. 
External Stakeholders. Participants within the broader college community, such as 
employers, community partners, alumni, and prospective students, represent the external 
stakeholders for this change initiative. These participants provide expertise, insight, and 
alternative views in understanding the phenomena of interest and change plan. While these 
stakeholders may not observe immediate changes to their day-to-day workload, they will be 
indirectly affected by changes to the dental hygiene program at Bayview College. Questions that 
they may bring forward relate to how the change initiative will affect them, timing of the change, 
and addressing scheduling conflicts for appreciative inquiry events. The external stakeholders 
have less face-to-face interactions with internal stakeholders at Bayview College; however, the 
appreciative inquiry initiative has integrated the face-to-face two-day retreat to foster dynamic 
and amplifying interactions. Consistent with the communication strategy with internal 
stakeholders, a positive framing of messaging will be used with the external stakeholders.  
The communication strategy embedded within this Organizational Improvement Plan 
identifies stakeholder groups, methods to deliver tailored messages to those groups, and 
opportunities for interactions that solicit input and foster socialization. Since PDSA Cycle #1 
relies heavily on participatory, bottom-up leadership, committee members will help to finalize 
the communication strategy, stakeholders will participate in the knowledge dissemination phases 
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by sharing their own knowledge. Real-time adaptation and practical judgement will be used to 
modify the plan as needed. 
Chapter Summary 
Chapter 3 outlines the change implementation plan, monitoring and evaluation processes, 
and communication plan. The chapter builds upon the information that was synthesized and 
analyzed throughout previous chapters and interweaves the theoretical and leadership 
underpinnings throughout all phases. This led to the formulation of research-informed and 
context-driven plans that involve a wide range of participants, including stakeholders internal 
and external to the college, those with different levels of positional power, and others who may 
be directly or indirectly affected by changes to dental hygiene education at Bayview College. 
Next Steps and Future Considerations 
As articulated by Whitney & Trosten-Bloom, “Image inspires action” (2003, p. 54). At 
the close of the 2-day retreat, participants will reflect on the final phase of the appreciative 
inquiry model by writing down personal commitments for making the envisioned future a reality. 
The fifth phase, destiny, involves action planning, developing implementation strategies, and 
preparing for sustainability. These activities will be carried out with the goal of ensuring that the 
dream of the unified vision of the dental hygiene program can be realized. While “destiny” will 
be the focus of PDSA Cycle #2, appreciative inquiry participants of PDSA Cycle #1 will be 
proactive in exploring ways in which they can contribute to making the vision a reality through 
their respective roles and organizations. These actions will help to increase stakeholder support 
and engagement throughout the change implementation phase of PDSA Cycle #2. They will also 
foster sustainability of the program at Bayview College.  
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Although the creation of a shared vision is a critical step in leadership and change 
management, Kantabutra (2010) argues that “leaders need to realise their visions” (p. 381). 
PDSA Cycle #2 will be guided by formal leadership structures at Bayview College so that the 
common vision that was created during PDSA Cycle #1 can be operationalized within the 
organization. I am optimistic that the academic chair of the department will be a change 
champion for this initiative and will advocate for the vision’s inclusion in the next strategic plan. 
These processes will involve the development of goals, activities, timelines, monitoring, 
evaluation, and communication plans, and associated resources to carry out this second initiative. 
An important theme underlying this Organizational Improvement Plan is the role of 
relationships, both internal and external to the organization and at all levels of hierarchy. Senge 
(2006) suggests that when employees have a common vision, they are contributing towards 
something meaningful and embedded within themselves. The shared vision can positively affect 
individual’s relationships with one another and the overall organization. Similarly, Cockell and 
McArthur-Blair (2020) link appreciative inquiry and appreciative perspective with “human 
connections for the purposes of some kind of transformation” (p. 64).  
I anticipate that the appreciative inquiry experiences described in this plan will transform 
individual participants, stakeholder relationships, and the organizational culture at Bayview 
College. The interviews and two-day retreat offer a space for participants to connect through 
storytelling and collaboration, focusing on positive dialogue. Barrett and Fry (2005) explain that 
through this narrative inquiry of weaving stories, “we create lasting bonds” (p. 49). This 
established connection can serve as a resource for future projects and change initiatives.   
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Organizational Improvement Plan Conclusion 
This Organizational Improvement Plan endeavors to embrace complexities, ambiguities, 
and stakeholder engagement so that dental hygiene education at Bayview College thrives within 
the changing landscape of higher education and dental hygiene practice in Canada. The ultimate 
goal is to achieve organizational fitness with Bayview College’s environment. This translates to 
a curriculum that meets societal and stakeholder needs while maintaining a competitive program 
that is sought out by many prospective students and potential employers of program graduates. 
Higher education is complex, and its environment is constantly changing. Sustaining the 
shared vision is an ongoing process. The PDSA cycle offers a continuous approach to 
improvement, reflection, revision, and ongoing evolution of Bayview College’s dental hygiene 
program. Chapter 3 outlines the implementation, monitoring and evaluation, and communication 
plans to ensure that the change plan achieves what was intended. The complexity lens also helps 
to foster understanding of dynamic interactions and emergence that cannot be predict through 
linear, cause-and-effect models. A rich culture that embraces adaptability, flexibility, and 
creativity within the spaces of formal organizational structures at Bayview College will also 
support sustainable educational programs that meet the needs of the broad college community.  
Complexity leadership theory has been instrumental for me in conceptualizing the 
emergence of leadership from both top-down and bottom-up approaches. As a faculty member 
with little positional power, the leadership framework has motivated me to further engage in 
leadership actions, appreciate the role of self-organizing processes, and better understand how 
seemingly small mechanisms that occur within the formal structures can lead to unpredictable 
and drastic changes. As a dental hygiene educator and leader, I look forward to the challenges, 
innovations, improvisations, and creative problem solving that emerges with PDSA Cycle #2.   
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Olson and Eoyang’s 
(2001) Conditions for 
Self-Organization 
Integration of the Two Frameworks 




The concept of a container shapes the stakeholders involved in the 






Diversity and opposing perspectives add richness to the transforming 
exchanges. Rather than trying to eliminate paradoxes and ambiguity, 
there is a need to embrace them.  
• Patterns • Emergent Patterns 
The emergence or development of individual and/or organizational 
patterns may involve changes in behaviours, beliefs, mental models, 






Comparison of PDSA Cycles 
 PDSA Cycle #1 PDSA Cycle #2 
Method Appreciative inquiry Strategic planning 
Timeframe 6months 5 years for full implementation 
Predominant Leadership 
Approach 
Adaptive and enabling leadership from 
complexity leadership theory (bottom up) 
Administrative leadership from complexity 
leadership theory (top down) 
Evaluation Method Development Formative and summative 
Type of Data Qualitative 
Mixed, with emphasis placed on quantitative 
data  
Measurement 
Track developments and mechanisms 
immediately as they emerge, unfold, evolve 
Measure performance and success against 
predetermined SMART goals 
Purpose Explore possibilities and generate ideas 
Determine if new program model effective 










Participants Data Source Impact 
Formative 
Survey 




Faculty and staff Quarterly anonymous survey 
Focus Group 
Student representatives Midterm council meeting 
Faculty and staff 
Monthly check in during team meetings and 
curriculum review sessions 




KPI results on student satisfaction and graduate 
employment rates 
Faculty and staff Biennial Employee Engagement Survey 
External stakeholders KPI results on employer satisfaction 
Focus Group 
Students Program quality review 
Faculty and staff Program quality review 
External stakeholders Program quality review 
Analysis of data 
sources 
Bayview College 
Internal data on the number of program 
applicants and retention rate of students 
National Dental Hygiene 
Certification Board 
Pass rates on examination 
Commission on Dental 
Accreditation of Canada 
Maintenance of program accreditation 
 
